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Running Head: STUDENTS SAFETY DURING SCHOOL FIELD TRIPS
Abstract
School safety is assumed to be a priority for stakeholders in schools across Canada.
School processes, activities, and successful learning can only be valuable when students
feel safe and protected (Hernandez, 2010). The Problem of Practice (PoP) addressed in
this Organizational Improvement Plan (OIP) explored the role of leadership in
improving key stakeholders’ mode of compliance with school excursion policies that
can ensure students’ physical and psychological safety during field trips in Caring
Alternative High School (CAHS), an anonymized school in Ontario.
This OIP integrated transformational and inclusive leadership as key approaches used
to promote the inclusion of stakeholders’ perspectives, inspiring them to value and
implement effective safety protocols that embody the vision of CAHS as a safe and
caring school. Also, the approaches help to facilitate an understanding that change is
possible in CAHS.
In seeking to frame the PoP, the PESTE factors which include political, economic,
social, technological, environmental factors and Nadler and Tushman’s (1989)
Congruence Model were used for the action plan to identify, analyze and ascertain the
core cause of the PoP. The chosen solutions of this OIP are the Train-the-Trainers
(TTTs) and Professional Learning Communities (PLCs) used during professional
development sessions and school meetings to help realize the desired change. The
Change Path Model (Cawsey et al., 2016) was used with the Plan-do-study-act (PDSA)
cycle (Donnelly and Kirk, 2015) to analyze, monitor, and evaluate the change.
Keywords: field trips, key stakeholders, professional learning communities, students’
safety, train-the-trainers, transformational leadership.
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Executive Summary
The OIP examines key educational stakeholders’ responsibilities towards
safeguarding students’ safety during school field trips in Caring Alternative High School
(CAHS), an anonymized school in Ontario. The Problem of Practice (PoP) enunciated
throughout this OIP explores the role of leadership in improving key stakeholders’ mode
of compliance with school excursion policies and procedures that can influence
students’ physical and psychological safety during school field trips in CAHS in
Ontario.
This OIP promotes the use of transformational and inclusive leadership with
social justice principles to empower the improvement of strong associations through
collaborations among the key stakeholders in the organization. These leadership styles
and principles which are echoed throughout the OIP require change leaders to support
collaboration, inclusion and fairness among key stakeholders (Theoharis, 2007) towards
transforming CAHS to be more equitable, inclusive and safe during field trips.
Chapter 1 begins by describing the organizational context of CAHS, which
includes the mission, vision statement, history and purpose, structure and the leadership
practices that are in existence within the organization. To frame the PoP and shape the
practices that form the problem, the political, economic, social, technological and
environmental (PESTE) factors and Nadler and Tushman's (1989) Congruence Model
are used to analyze the existing practices in implementing field trips in CAHS to lead
the change process. Four guiding questions emerged from the PoP to pilot the OIP. Four
change drivers are used to support leaders in applying a significant and efficient change
in CAHS. The school’s change readiness analysis uses the change readiness
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questionnaire and force field analysis to demonstrate that CAHS is ready for change.
Chapter 2 begins with the leadership framework for understanding the change. The
leadership approaches to change are centered on transformational and inclusive leadership
with social justice principles to guide this OIP. The PESTE factors and Nadler and
Tushman (1989) Models are used to analyze what needs to be changed in CAHS. Three
possible solutions are identified to address the PoP and to support the anticipated change.
Two solutions are adopted to propel the anticipated change: (i) Train-the-Trainers (TTTs)
and (ii) Professional Learning Communicates (PLCs). To ensure that ethical approaches
are undertaken during the planning and implementation of this OIP, the ethical principles,
and commitment of leaders are highlighted under this chapter.
Chapter 3 addresses the implementation, communication and evaluation plan
with specified strategies used during the change process. Within the framework of this
OIP, significant components required to help achieve the implementation plan are
examined under the combined model of the Change Path Model and the Plan-do-studyact (PDSA) cycle which aligned well with each other for planning and managing the
change. A comprehensive communication plan through the Change Path Model is used
to ensure changes are carried out within a realistic period of time. To help in developing
the measurement and evaluation framework, both models are also used to address, guide
and lead the change process. This chapter also addresses the possible limitations and
challenges that may influence the successful completion of the change.
This OIP concludes by recommending next steps for future considerations
to ensure continuous safe field trips in CAHS.
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Glossary of Terms
The following definitions will provide the reader with an understanding of how
these terms are used throughout this Organizational Improvement Plan (OIP).
Change leaders: These are leaders who are promoters of change in an organization.
Equity: This is “a condition or state of fair, inclusive, and respectful treatment of all
people” (The Ontario Ministry of Education, 2010, p. 146).
Field Trip: This is an experiential (hands-on activity, off school property) learning
experience, that is considered a school excursion for educational purpose for students.
Inclusive Leadership: Inclusive leadership “illustrate how leadership can operate within
equitable, horizontal relationships, and as a collective process that is organized specifically
to strive for inclusion” (Ryan, 2006, p. 8).
Ontario College of Teachers (OCT): This is the governing college for the teaching
profession in Ontario. The college is liable for teachers certification to teach in Ontario.
Policies: These are established principles of actions used to connect an organization’s
cultures, ethics, and viewpoint to the aims of the organization.
Professional Learning Communities (PLCs): It is a process whereby educators come
together during professional development sessions and school meetings to learn together
to improve teaching, students success and wellbeing.
School Cultures: These are shared beliefs, ways of life, lifestyles, rules and the existing
relationships within the school and its community. They are rules that remain and survive
even with the departures of some key stakeholders from the school.
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Stakeholders: These are individuals who have interest or rights in the organizational goal
and can contribute to its improvement. Key stakeholders are those who are school based,
and who are directly responsible for students’ safety at school.
Student Safety: This is the condition or “feeling of protection that people experience when
they are in a place that is free of danger” (Diaz-Vicario and Sallan 2017, p. 90).
Social Justice Principles: This is a process built on respect, care, recognition, and
empathy, and it focuses on “what is possible, what is necessary, and what is good—socially
just—leadership” (Theoharis, 2007, p. 253).
Suspension: This is an order that prohibits a student from attending school or participating
in school-related activities for a period of up to 20 school days. Under certain
circumstances, the Ontario Safe Schools Act requires mandatory suspension by a principal
for a period of up to 20 school days.
Train-the-Trainers (TTTs): The TTTs model is a type of pyramidal training process,
whereby probable leaders are identified and trained (they are then referred to as trainers),
and who will, in turn, train other staff in an organization, i.e., the trainees.
Transformational Leadership: It is a leadership practice that develops and transforms
people in an organization. This approach is concerned with the emotions, values, ethics,
standards, and long-term goals of redesigning an organization. Such leaders encourage
team-building and collaboration among followers to foster positive school outcomes and
students’ achievement during the change process.
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Chapter 1: Introduction and Problem
This Organizational Improvement Plan (OIP) explored educational stakeholders’
responsibilities towards safeguarding students’ safety during school field trips in Caring
Alternative High School (CAHS) a pseudonym. The term “field trip” is synonymous with
school excursion within the context of this OIP. Every student in a learning environment
needs and deserves to feel safe, accepted, appreciated, and encouraged to be successful in
their academics and well-being (MOE, 2008a). Safety is a necessity for students’ academic
accomplishment during school field trips, and it requires a significant effort from key
stakeholders (Love & Roy, 2019). Key stakeholders are those who are school based, and
who are directly responsible for students’ safety at school. Diaz-Vicario and Sallan (2017)
define safety as the “feeling of protection that people experience when they are in a place
that is free of danger” (p. 90). From this position, school safety is to be considered a priority
to key stakeholders because school processes, activities, and successful learning can only
be valuable when students feel safe and protected (Hernandez, 2010; Ontario Ministry of
Education (MOE), 2012).
This chapter discusses a thorough analysis of CAHS, and its context including the
mission and vision statement, history and structure. My leadership position statement is
discussed to define my primary leadership approaches, which are transformational and
inclusive with social justice principles. The OIP's change initiative is centred on the
Cawsey, Deszca, and Ingols, (2016) Change Path Model and the Problem of Practice (PoP)
to guide my OIP, while the change drivers to lead the change are discussed. The possible
challenges that the PoP might encounter during the onset of the OIP are addressed.
Political, economic, social, technological and environmental (PESTE) factors will be used
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through an analytical lens to identify the development of the PoP, and “to understand what
gaps exist between where the organization is and where we want the organization to be”
(Cawsey et al., 2016, p. 66).
Organizational Context
The organizational context will be used to ascertain the decisions that will support
the OIP's PoP. CAHS, anonymized for this OIP, is one of the schools in the School Board
‘X’ (SBX) a pseudonym, in Ontario. The SBX functions under the MOE, which is
responsible for all educational matters in the province of Ontario. Through this Ministry,
the Education Act (1990) sets out tasks for all school boards and their various key
educational stakeholders in the schools. All the stakeholders in CAHS include the principal,
vice-principal, educators, social workers, child and youth workers (CYWs), child and
youth counsellors (CYCs), psychologists, students, parents, the immediate communities,
and relevant external partners to education (Astor, Guerra, & Acker, 2010). Each of these
stakeholders influence change by their actions, behaviours, and attitudes towards one
another in the educational sector, and for the development of schools in SBX.
Organizational Mission and Vision Statement
CAHS has embraced the vision and mission of SBX, and all stakeholders in the
school are expected to accept and apply the vision and mission statements in their work.
The summarized vision and mission statement of CAHS are as follows:
Mission Statement. The school is committed to giving students who have been
absent or disconnected from school due to life or school experiences to reconnect through
CAHS to enable them to attain success in school. It is also dedicated to creating an inclusive
and welcoming environment that is caring, safe, and peaceful to enable all students to reach
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their maximum capabilities. The school values teamwork among all key stakeholders and
the immediate communities.
Vision Statement. The school is committed to fairness, well-being, achievement,
and the honouring of students' voices. The vision provides access for students' learning,
where barriers such as discrimination, racism, and oppression are prevented by key
stakeholders to ensure an environment that embraces equity and inclusiveness during the
teaching and learning process. Equity and inclusiveness, which are essential to all students,
provide “more choices for innovative, engaging, and high-quality learning opportunities
within a respectful and responsive school environment” (MOE, 2009, p. 26). Moreover,
equity and inclusiveness are part of the learning highlights of the school, and this helps to
create an enabling environment for marginalized students to reach high levels of
achievement and attain talents and morals in order for them to become reliable members
of an egalitarian society (Giroux, 2006).
School board policies and procedures on outdoor education/excursions are generally
aligned with Ontario Physical and Health Education Association (OPHEA)’s Safety
Guidelines (OSG). All school boards in the province including SBX, are empowered to
outline modalities for applying the OPHEA’s prescribed guidelines in implementing their
excursion programs. Also, these excursion policies help create a safe school environment
to support the students’ accomplishments and for them to be good citizens. The Ontario
Education Law through the MOE requires all children from ages 6 to 17 to attend school
at all times during school periods (MOE, 2009 & 2017).
Excursions are a vital part of the curriculum planned by teachers and the education
delivery staff to support the achievement of curriculum goals. Teachers require the
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approval of the principal to undertake field trips. They have to justify the curriculum
relevance, the excursion itinerary and activities, arrangements for non-participating
students (if any), method of travel, staff involved, financial implications for the school
(students are not required to pay for field trips in CAHS!), medical and contingency
procedures, and the list of student participants. However, CAHS students are not allowed
to undertake excursions on overnight and ‘high care activities’ which involve increased
risks and special safety considerations, such as those that occur on the water, require
specialized qualifications or certification for supervision, or those that take place away
from easy access to first aid (OPHEA, 2020).
Organizational History and Purpose
CAHS is a semestered public high school situated in Ontario, Canada. The school
is an alternative high school established about two and a half decades ago due to a
determined need to cater to students who were completely disengaged and disenfranchised
from mainstream schools, resulting from diverse challenges that placed them at risk of
dropping out. The school caters to these at-risk students (e.g., with records of chronic
absenteeism, notable behavioral, mental and emotional difficulties, substance use and
abuse, learning disability, school suspension, etc.), by offering them educational programs
within the guidelines of the MOE (Garcia & Weiss, 2018). Admission spaces in our school
are usually limited; therefore, the school is open mainly to students that are residents within
localised area of the school. However, other students that require unconventional school
programming may be admitted on an optional attendance basis, subject to availability of
space in the school.
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CAHS consists of over 250 students in grades 9 and 10 (between the ages of 14 and
16); it values and respects each student's uniqueness. Enrolments of students persist as a
continuous intake (available all year round); however, during each academic year, students
can only attend CAHS for one or two semesters. Figure1.1 below represents the referral
and intake processes of CAHS.

STEP 1
Home school
identifies and
suspends
student for not
attending
school.

STEP 9
Student then
transitions back
to home school
or another
school.

STEP 8
If accepted,
student starts
immediately.
The student
stays in CAHS
for a semester
or two.

STEP 2
Home school
principal
contacts CAHS
principal. Fill
intake forms
and fax to CAHS
admin.

STEP 7
Parents and
student have
the right to
accept or reject
the placement.

STEP 3
CAHS admin go
through forms
to see if the
student is
eligible.

STEP 6
Parent and
student attend
the meeting
with CAHS –
CYWs,
vice-principal
and ACL.

STEP 4
CAHS admin
notify the home
school if the
student is
eligible or not.

STEP 5
Home school set
up an intake
meeting with
CAHS.

Figure 1.1. CAHS Referral and Intake Process
CAHS offers academic and other support to at-risk students who are failing or are
on the verge of dropping out of school. A major focus of the school is to support individual
students academically by “helping them unlock their potentials” (Baringer, Pohlman, &
Robinson, 2010, p. 464). Through this medium, students are able to accomplish new
credits, recover, and rescue the credits that they are failing in grades 9 and 10, whether at
academic, applied, or locally developed strands. The school engages students via a caring
and safe environment, where students are provided with chances to work at their own pace,
in small settings, and with one-on-one individualized teacher assistance. Students are also
presented with opportunities to re-engage, refocus, and build confidence to enable them to
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achieve personal success, to improve attendance, and continue their education (Gase,
DeFosset, Perry, & Kuo, 2016).
Social-emotional learning is also part of the curriculum; this helps students to
manage their emotions, make better decisions, and improve their social connections, thus
helping them to attend school and succeed in the long run (Mallett, 2016). Another main
focus of the school is the non-academic support provided by CYWs to assist students who
are experiencing conduct challenges; they also assist students with coping skills during
school field trips in CAHS.
Transitioning of the students back to their home schools is usually done at the end
of a semester or school year by school administrators. This process is often based on the
initial intervention plan and directives put in place upon the admission of students into
CAHS. In the event that a parent or guardian of the student has a preferred choice of school
that differs from the student's home school, the home school administrator will help place
such students as soon as possible in the parent's or guardian's preferred school.
Organizational Structure
The CAHS structure reflects a professional hierarchical leadership approach, which
includes present-day leaders, educators, and support staff. The hierarchical structure of the
school occurs between principal and vice-principal, and between vice-principal and other
staff. This structure makes it difficult for all stakeholders to be engaged most times in
collaborative practices where they can reciprocate responsibility, cultivate trustworthy
relationships, and complement one another's abilities and imperfections (Hayes, 2002;
Ontario College of Teachers, 2020). Moreover, CAHS sometimes practices shared
leadership, where key stakeholders can come together to learn, work, and influence one
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another to drive change, while creating a suitable environment for all our marginalized
students to succeed (Liberman & Miller, 2004; Northouse, 2019).
The school team is made up of approximately 40 staff comprised of the school
principal, vice-principal, and the teaching and support staff. The principal and viceprincipal are the administrators, the teaching staff includes the heads of departments
(HODs), assistant curriculum leaders (ACLs), and teachers, while the support staff includes
the CYCs and CYWs. The school team interacts with students and parents as key
beneficiaries in this OIP. (see Figure 1.2 below).
Principal

Vice
Principal

Heads of
Departments

Assistant
Curriculum
Leaders

Teachers

CYCs

CYWs

Students

Parents

Figure 1.2. The Organizational Structure of CAHS
The principal of the school has a statutory duty to organize and manage the staff in
carrying out their jobs as required. This includes overseeing the vice-principal, to whom
he delegates duties as deemed fit. The school team leaders - (principal, vice-principal,
heads of departments (HODs), assistant curriculum leaders (ACLs), and non-academic
leaders) help to establish healthy professional relationships that create a framework of trust,
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active involvement, and shared leadership within the school. The principal is to ensure that
supervisors on an excursion carry copies of the emergency procedures checklists
(Appendix D) for accidents and missing students and he/she is to ensure that students are
adequately supervised during field trips. Supervision ratio for mainstream schools is 1
teacher to 30 students, and the CAHS ratio is 1 teacher to 20 students with one
accompanying CYW.
Teachers have many responsibilities in ensuring the delivery of equitable, inclusive,
and safe learning experiences. Therefore, the planning and implementing of field trips are
a vital part of educational delivery, and adequate precautions must be taken to safeguard
the field trip learning experiences. As recommended by OPHEA (2020), and tailored to
suit SBX (2020) excursion procedures policy, teachers should, in addition to ensuring the
relevance of the trip to the curriculum, ensure that contingency planning is part of every
excursion. This is formally done for high care or overnight excursions but according to this
guideline, every excursion requires contingency planning, and this is particularly necessary
for CAHS students who are categorized as “at risk” students. Also, teachers are to provide
custodial parents with excursion information forms in the student’s parent’s first language
and where not, with a standard letter that indicates that the attached forms are important
and should be translated. In addition, teachers should inform all supervisors of relevant
medical concerns for all students on each field trip and the expected interventions. It is
mandatory for teachers to: seek the consent of both parents/guardian if there is joint
custody; carry the Student Excursion Report (Trillium) and carry copies of the emergency
procedures checklists for missing students and accidents on every excursion (see
Appendices D and E respectively). The teacher, in consultation with the principal, should
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consider holding parent information sessions in order to outline the educational purpose,
explain the risks, and answer any questions arising before embarking on field trips with
students.
Furthermore, mandatory supervision of students is required at all times when
students are in school and on field trips. When in school, they are not allowed outside the
school premises and when on field trips, they are to be within staff view at all times. Any
student that contravenes the regulation will be deemed as AWOL, and when that happens,
parents and/or the police are called for intervention. However, they are allowed to leave
for home when sick with the consent of their parents/guardians. Suitable supervision at all
times greatly impacts the safety of the students when on a field trip. When appropriate
supervision is ensured within CAHS and during field trip, it is likely that fewer students
will abscond without approval.
CYCs and CYWs provide non-academic support to students as needed. They help
to identify, address, and support the underlying causes of the behaviours and circumstances
that resulted in students’ placement in CAHS. They also help students to acquire the skills
required for everyday life, school success and to function in the society. CYCs work to
encourage the social and emotional well-being of ‘at risk’ or ‘marginalized’ students in
CAHS setting for student success. They provide group intervention and support students
with concerns related to students' attendance, discrimination, academic requirements as
well as their other educational needs. CYCs play their roles strictly in the school
environment and do not constitute part of the field trip supervision team.
The CYWs have been part of the professional support services providing assistance
for at-risk students in board SBX for the past two and a half decades. They are part of the
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corrective team to improve students’ academic success. In CAHS, we have over five CYWs
in the school that provide these services for our students. Their focus is primarily to meet
the behavioral needs of the students, thereby enhancing their ability to benefit from the
educational program. Although the board has no specified role during field trips for CYWs
in CAHS, they form part of the field trip team to manage students’ behaviour and assist
them in securing their lunch.
The role of parents is to ensure that their children attend school daily and on time.
They are responsible for supporting their children’s academic growth by constantly
encouraging them to always follow school rules, and be amiable to teachers. Parents will
also maintain cordial relationships with the school by notifying the school of their
children’s absences or late arrivals. During the intake (admission) procedure, parents are
supposed to be given a copy of parents’/guardian's responsibilities regarding CAHS
organized field trips to keep them informed of their share of responsibilities in facilitating
their children’s well-being and safe learning.
The role of a student is to attend school and behave responsibly towards their peers,
school administrators, teachers, and support staff in the school. Character education is an
important component of CAHS priorities, and SBX is among the boards in Ontario that
have “developed curriculum resource documents that explicitly link curriculum content
and expectations across subject areas to character development” (MOE, 2008a, p. 12).
Also, the MOE (2008a) wants all schools “to continue to be safe and to be models of
effective human relationships, where students learn about and put into practice attributes
such as respect, responsibility, fairness, and empathy” (p. 2). It is mandatory that students
regularly come to school prepared to learn and obey established school rules.
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Students are expected to be prepared for field trips and adhere to binding
expectations. In schools, students learn to “set and achieve learning goals both inside and
outside school, manage their own learning, and acquire the habits and skills necessary for
success” (MOE, 2010b, p. 14). SBX excursion guidelines specified that students’
responsibilities on excursions are to be learnt at the beginning of the school year; instead,
during the CAHS students’ intake process, rules are read to the students which they sign.
Unfortunately, much of the information read to them during the process cannot be retained,
and there is no students’ planner/handbook for reference to refresh their minds about field
trips rules and code of conduct, thus creating a gap between students’ knowledge and field
trip expectations. Also, students are expected to adhere to board policy that prohibits
tobacco, the use of alcohol, and the non-medical use of drugs at all school activities,
whether they take place inside school or off school property during excursions.
Notwithstanding, during field trips, CAHS students who smoke take time off during and
after lunch to smoke. If students are deprived of the opportunity to smoke, it can aggravate
“melt-downs” which will make them more difficult or impossible to manage.
In summary, CAHS is a school where students obtain new approaches to find their
ways to success, which they eventually do because when they accumulate some or all of
their credits, they are sent back to their home schools to continue their schooling. My
leadership position and lens statement will be discussed below.
Leadership Position and Lens Statement
Within my role as an assistant curriculum leader and a classroom teacher, I provide
curriculum support to teachers in the program and I deliver an academic curriculum to
facilitate my students' learning (MOE, 2009). My duties include arranging obligatory
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intake meetings with parents and guardians to explicate the school's goals, code of conduct,
and expectations. I teach, facilitate, support, engage, and guide students' academic
programs through individualized and group teaching with supervised sessions. I have
student-centred classes where I seek and honour students’ voices during the teaching and
learning process to enable them to reach their full potential (MOE, 2017). I plan and
organize school field trips as part of my students’ experiential learning where they
collaboratively learn together through exploration and direct observation. Also, I
communicate with parents and guardians frequently about students' academic progress and
concerns through the preparation of formal progress report cards, exit summaries, and a
transition plan to support the return of students to their home schools. In planning field
trips for students in my classes, it is imperative that I ensure excursion policies, procedures,
and governing rules are made explicit to students and parents. In my role as an assistant
curriculum leader, I promote open communication where I share good practices around
field trips from my own experiences as well as from other teachers with whom I share
resources to assist them to be credible leaders and change champions.
As a transformational leader, I believe that most changes that can support students'
learning start with an effective change leader, however, it is challenging sometimes for
teachers to find the time to collaborate for change (Cawsey et al., 2016; Hargreaves, &
Ainscow, 2015; Larner, 2004; Liberman & Miller, 2004; MOE, 2013-2014a, 2013-2014b).
Given that educators sometimes work as a team, and they are always engaged with students
in the classroom, as well as during field trips, it is still strange as to how relatively separated
they are at the worksite. Teachers experience this seeming lack of collegial interaction
because of the busy schedules they engage in during school hours. There is a need to
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physically supervise students in CAHS at all times, teach and monitor them for safety
during instruction, entertain parents’ and vital stakeholders' inquiry and requests; these
activities do not leave room for connection between teachers other than for vital curriculum
support purposes. Thus, collaboration among educators can sometimes be limited to a
friendly conversation about students’ learning, their academic achievement, and other
work-related problems, which makes collaboration most times difficult. There is a need
therefore for all teachers involved in educational programming for students to collaborate
and jointly develop modalities for ensuring productive and safe field trips for CAHS
students.
Sometimes, when educators collaborate, and their personal perspectives are taken
into consideration by change leaders, it can become a keystone to a desirable change that
is aligned with the schools' vision to support the safety and learning of students.
Additionally, student safety is paramount to students' learning and can be directly linked
to school structures, culture, accountability, and consistent collaboration among staff
(Hernandez, 2010), making it necessary for effective schooling. It is, therefore, the
responsibility of leaders to be aware and ensure that the whole set of expectations from
formal and informal organizational culture, structure, work, and people satisfactorily fit
together to form a coherent whole (Leo & Wickenberg, 2013). As a change leader, I see
myself as a vehicle for change “through which … educational information passage and
engagement for global societal transformation takes place” (Bourn, 2015, p. 164). A
practical aspect of change happens not only in my classroom, but also in the school, the
immediate community, and the society at large, making the collaboration of stakeholders
key to students' accomplishments (Bourn, 2015). Hence, key stakeholders’ contribution to
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the planning and structuring of field trips and ascertaining modalities for compliance with
the policies and procedures guiding school field trips is directly linked to the desirable
change needed in CAHS. The desirable change requires CAHS leaders to better allocate
ongoing time to coordinate and plan with all stakeholders involved in the planning and
execution of field trips to enable them to know their individual responsibilities to create
safe field trip for all students in the school.
As an assistant curriculum leader, my role is to maintain effective communication
with key stakeholders within the school system while modelling attitudes and behaviours
that reflect a safe school culture. School culture has a significant impact on the change
process and is referred to in this OIP as the shared beliefs, values, rituals, and attitudes that
help to bind people in an organization (Schein, 2010). This is formed through mutual
practices where all stakeholders are involved in the activities of the school, and where
constant change happens (Bolman & Deal, 2017; Spencer-Oatey, 2012). However, for
effective change to occur in CAHS, “change agents, whether internal to the organization
or outsiders brought in specifically to initiate change, need to have an in-depth
understanding of its history, culture, and current life cycle stage/status” (Smits & Bowden,
2015, p. 16). Also, as a change leader, I help shape some of the values of my school,
develop students' learning, and impact my colleagues through shared practices such as coteaching, problem-solving, celebrating student successes, and positively critiquing
instructional strategies. Such instructional strategies are both structured and unstructured
students' engagement, which involves information-seeking activities and student reflection
on what has been observed during field trips to improve their learning (Kisiel, 2006).
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Part of my leadership philosophy is to initiate and drive mutual relationships among
key stakeholders to create a positive school culture. The preparation and accomplishment
of any organizational change rest mainly on a trustworthy leader who is endowed with
declarative powers. Such a leader can give guidelines to members to re-endorse their
hidden maze of beliefs, assumptions, and desires that can stand in the way of their
acceptance and implementation of the vigorous change process (Leo & Wickenberg, 2013;
Tschannen-Moran, 2004; Tsoukas & Chia, 2002). Also, for change to be effective, it has
to be a gradual and continuous process, which may be met with resistance. Therefore,
leaders should know the political, economic, social, and cultural environment of the
organization, because the environment has a direct effect on values, and how the policies
and procedures can be applied appropriately when students are taken out for field trips in
CAHS. For example, change can be easier to achieve when change leaders understand,
invite, and include all stakeholders’ perspectives in promoting organizational change
processes.
Additionally, my educational belief is continually drawn to the role inclusiveness
and trust play in organizational development. Inclusion requires meeting the overall needs
of all students without excluding any student, irrespective of their differences (Porter &
Smith, 2011). Also, a change which is ‘ubiquitous’ (Smits, & Bowden, 2015) evolves as
“trustworthy leadership gets everyone on the same team” (Tschannen-Moran, 2004, p. 49)
to complement one another's areas of best qualities and limitations (Hayes, 2002). The
framework that specifically applies to my professional context as a transformational leader
is to promote the qualities of patience, compassion, and unreserved respect, as well as an
ethic of justice that embraces equity and a culture of collaboration while building trusting
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relationships among all of my colleagues at all times (Hewitt, Davis, & Lashley, 2014). As
elucidated by Tschannen-Moran (2004), trustworthy leaders “find the right balance in their
handling of policies, rules, and procedures … They see rules as a means to an end rather
than as ends in themselves” (p. 48). Also, leaders should “ensure that policies, practices,
and processes are equitable, just, and fair for all” (Porter & Smith, 2011, p. 31). This will
enable leaders to embrace a culture of inclusion and trust through the five facets of trust benevolence, honesty, openness, reliability, and competence (Tschannen-Moran, 2004).
Students who are part of high-trust schools are more successful academically and socially,
and they feel safer when in school (Robinson, 2011).
As an assistant curriculum leader, I continuously encourage learning cycles as
“teams, not individuals, are the fundamental learning unit in modern organizations …
unless teams can learn, the organizations cannot learn” (Senge, 1990, p. 10). Therefore, the
more time invested in addressing the needs for change at a collective level, the more
stakeholders are informed and feel included in contributing positively towards the
organization’s vision for change. Hence, Hargreaves (2007) advised that “poor practices,
bad habits, old ways of doing things that do not meet the needs of new cultures or new
times are ripe for organizational purging” (p. 229). It is, therefore, advisable that leaders
should listen to other views to enrich their repertoire of knowledge (Starratt, 2004).
Furthermore, my pedagogical worldview keeps evolving over my 30 years in the
teaching profession when a field trip was viewed “simply as extension or improvement of
classroom teaching but [now, they are seen] as a valuable supplement and addition to
classroom instruction, as well as an excellent way to prepare students for future learning”
(DeWitt, & Storksdieck, 2008, p. 182). Also, I realized that worldviews are collectively
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created over time, and they are the fundamental set of principles that direct actions
(Creswell, 2014), which can become ways we observe the world around us (Valk, Belding,
Crumpton, Harter, & Reams, 2011). Worldviews can also be seen as frameworks that
confine leaders’ tenets, practices, and actions to transmute and impact organizational
improvement. With the challenges of the 21st century and the dynamic nature of
organizations, worldview now underpins leadership (Valk et al., 2011) to advance an
organization’s continual transformation and improvement. However, the underpinning of
my leadership approach is based on “investigating the bigger pictures - worldviews of self
and others will give guidance and direction to leaders in new or unique ways” (Valk et al.,
2011, p. 58). Every leader's worldview is mostly shaped through diverse experiences such
as education, cultural exposure, work experiences, travels, etc., which impact a number of
personal beliefs and assumptions that alter our thought processes and influence the ways
in which changes are made in our organizations. It is therefore desirable for leaders to know
themselves and “approach leadership tasks with reflection and critique” (Shields, 2009, p.
119) by occasionally looking inward and re-examining their personal beliefs and
assumptions i.e. around the pedagogical value of field trips. This will enable leaders to
scrutinize and abandon mythical and unproductive ways, which may sway them from
motivating others and keeping them in line with the organizational goals. Through this
process, I will continually readjust my leadership progression and ensure future success as
a leader.
Therefore, I seek to understand and encourage collaborative and diverse views,
which are shaped by stakeholders' views. I know that everyone has prior experiences that
they bring to situations, and being aware of others’ perceptions in our complex world is
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necessary to engage everyone in a shared vision (Valk et al., 2011). Hence, efficient leaders
who have the competencies to reflect, refine, and articulate their worldviews with others
are required to help with the organizational change (Fullan, 2006). Finally, my belief aligns
with modelling continual improvement in my school while demonstrating lifelong learning
and using what I have learned to support students' optimal success in school.
In summary, school culture through collaboration (Schein, 2010) and the leader’s
worldviews are crucial for school growth. It is, therefore, fundamental for leaders to
recognize, articulate, and reflect on their worldviews. Also, leaders’ worldview has
“become a cornerstone of leadership” (Valk et al., 2011, p. 55); its association with the
worldviews of others becomes essential to influence continuous organizational
improvement to help solve the PoP and support the development of my OIP.
Leadership Problem of Practice
The PoP to be addressed is the role of leadership in improving key shareholders'
mode of compliance with school excursion policies and procedures that can affect students'
physical and psychological safety during school field trips. School field trips, which are
extensions of classroom experiences, occur when students leave formal settings, such as a
classroom, to engage in real-life experiential activities that are curriculum-related.
“Experiential learning through field trips is one way teachers can incorporate specific
content into the curriculum while providing a unique and challenging learning setting for
children” (Djonko-Moorel, & Joseph, 2016, p. 1). Such connections to class instruction
increase student passions, knowledge, and inspiration towards learning (Behrendt &
Franklin, 2014; Dewitt, & Osborn, 2007). Many students find field trips to be “fun…. and
a break from normal [school] routine” (Djonko-Moorel, & Joseph, 2016, p. 3); thus, field
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trips are avenues that enable students to develop a positive spirit and fulfilment towards
learning, thereby promoting attendance and curbing absenteeism (MOE, 2010a).
School board policies and procedures on outdoor education/excursions in Ontario are
generally aligned with OPHEA’s safety guidelines; it is the district board's responsibility
to develop the implementation guidelines for each school’s application during field trips.
These policies are used to coordinate and control diverse aspects of the educational activity
as well as provide guidelines for implementation in schools to enhance the safety and wellbeing of students. Thus, these policies set the tone and direct students' behaviours in schools
and must be applied with fidelity by CAHS staff. Deloitte’s (2018) reported that many
school boards across the province “are passionate about providing safe and enriching
outdoor education/excursion opportunities to all of their students … committed to
developing and maintaining effective outdoor education/excursion policies and/or
procedures” (p. 11). However, in reality, out of 16 Ontario school boards interviewed in
Deloitte’s (2018) report, only 50% admitted that their board approved policies for
excursions gave considerations for the diversity of the students’ population. In an attempt
to provide equitable access to excursions for all students, SBX like some other school
boards make funds available to students who cannot afford the cost of field trips so that the
financial demand of such trips does not constitute a barrier to their participation.
In CAHS, all field trips are paid for by the school so that the experience is not out of
reach for any of their students. However, this is not enough to reflect their strong duty to
board-approved policies and procedures for excursions, because students take public transit
to all SBX approved venues which makes them vulnerable and puts them at greater risks
when embarking on field trips. Most students are dropped off in the school by their
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parents/guardians because of their anxiety issues; putting such students in public transit
buses can trigger their anxiety issues which is not equitable for such students with respect
to their individual differences.
However, the leader’s perception of school policies and procedures may be
somewhat different from the MOE's specified policies and procedures, which may be
applied incorrectly by staff in some schools. According to Deloitte’s (2018), “monitoring
adherence to the specific requirements of board policies and/or procedures … often occurs
at the school level with the principal and/or teacher” (p. 5). When educators fail to apply
policies and procedures correctly, problems often occur, “resulting in injury and, at times,
death ... fear and anxiety within other students as well as staff members, making the school
environment a psychologically distressing place to be” (Applebury, 2018, para. 4).
Moreover, educators, parents, law enforcement officers, and communities concur that
when key stakeholders do not create and sustain safe schools during school trips, it has
negative impacts on schools (Gonsoulin, Zablocki, & Leone, 2012).
Since all CAHS students are seemingly classified as “at risk” students, extra caution
is being taken to focus on their safety at the expense of participating in "high-risk"
excursion activities. CAHS students are allowed to go for all other excursions but there are
no excursion activities planned that are classified as “high risk activities” that involve risks
or special considerations such as those involving overnight excursions and water-related
(e.g., swimming, kayaking, canoeing etc.) excursions (SBX, 2020). Also as earlier
mentioned, OPHEA (2020) endorsed excursion procedures to suit SBX where a teacher
should at all times ensure he/she connects every trip to the curriculum and make sure that
contingency planning is always part of every excursion
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Good planning must be made prior to all field trips and it is a vital source for
information and action from others such as teachers, parents, and students, when planning
a field study. Their contribution is essential to the success of any field trip. Such vital
information can help with venue selection, pre-visit arrangement, the trip itself, post-visit
follow up and evaluation to ensure a successful field trip. Figure 1.3 represents the field
trip flowchart model at CAHS.
FIELD TRIP FLOWCHART MODEL
Transfer forms into the field trip
folder for safekeeping for a period of
3 years.

Forward evaluation report to the
principal and share with students,
CYW, parents and if possible venue
hosts

Teacher starts
planning by
initiating field
trip outline for
principal – 6-8
weeks prior to
the trip.

Teacher fills out field trip forms, parent
consent forms and transportation forms and
forward to principal for approval 3-4 weeks
prior to the trip for signature.

Principal approves field trip and endorses
parental consent forms 3 weeks prior to trip.
He/she forwards transportation forms to
transportation department in SBX.

Return from trip and prepare
evaluation report with students’ input
1 week after the trip.

Go on trip with the students and CYW.

Teacher and CYW follow up with
phone calls to parents of students
with unreturned forms 1week to a day
before the trip.

Teacher sends
consent forms to
parents via email
or hard copies
through students
2 weeks prior to
the trip and
collects signed
forms from them
1 week prior to
trip.

Principal submits transportation request
form to SBX transportation department 3
weeks prior to trip.

SBX transportation department sends email
to principal and the teacher if approved or
not 2-3 weeks prior to trip.

Figure 1.3. Field Trip Flowchart Model
The responsibilities of the principal and the teachers in charge of school field trips
are itemized below. The principal must:
•

Check for suitability of the trip in line with the SBX guidelines and scrutinize the
details for curriculum relevance, number of students and accompanying staff
involved 6 weeks prior to field trip.
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•

Sign the trip application form and the parental consent form submitted by the
teacher, about 2-3 weeks prior to the day of the trip.

•

Forward transportation request form filled out by the teacher to the SBX
transportation department for approval 3 weeks prior to trip (e-mail is sent to
principal and the teacher in charge if approved or not).

•

Review field trip evaluation report with the teacher in charge 1-2 weeks post-field
trip.

Teacher in charge must:
•

Check SBX website for polices regarding field trips and transportation as well as
approved field trip venues 6-8 weeks prior to trip.

•

Explore field trip venue for possible activities, and safety concerns to get the field
trip outline 5 weeks prior to the trip. If possible, visit the venue prior to the trip.

•

Start planning by initiating field trip outline for principal to obtain permission 3-4
weeks prior to trip. Establish that trip is curriculum-related, and must have goals.

•

Fill and submit all necessary forms (principal approval form, parent/legal guardian
consent form and transportation form) to the principal 3-4 weeks prior to field trip
for necessary review to obtain permission. (See Appendices A, and B)

•

Get approval of transportation request 2 weeks prior to trip.

•

Send parents’ consent form home (Appendix B) that specifies where, when, why, and
how of field trip 2 weeks prior to field trip.

•

Ensure all aspects of the consent form have been appropriately filled and collected
before embarking on the trip, latest 2-3 days prior to the trip. If not, contact
parents/guardian via email or by phone.
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•

Discuss the expectations, emergency and safety procedures with students a week to
the trip.

•

Review and confirm the schedule and duties with students and the CYW.

•

File the forms upon return from the trip in the school’s field trip binder, which will
be kept for 3 years.

•

Prepare an evaluation for students after the trip to provide reference for future field
trips.

•

Share evaluation results with students, parents, venue hosts and the school
administrator.

Accompanying CYW must:
•

Work with the teacher in charge for the planning of the trip 6-8 weeks prior to the trip.

•

Email and/or call parents to inform them of the trip 2-3 weeks prior to the trip.

•

Meet to practice field trip skills and update students on the schedule, expectations,
emergency and safety procedures with students 1-2 weeks prior to the trip.

•

Decide and plan the food menu 1 week before the trip

•

Prepare meals to take with students on the day of the trip.
Consequently, if existing excursion policies and procedures are not adequately

implemented, it might impact on the school system to the extent that students may not feel
safe during sanctioned school-related activities such as field trips. Failure to meet the safety
needs of students can make them feel unwelcome in schools, discouraged, and afraid,
which can eventually lead to anxiety, depression, absenteeism, and low academic
performance (Gonsoulin, et al., 2012). Thus, the primary concern of school during field
trips is to ensure that the needs and safety of all students are reasonably accommodated and
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met to reinforce school goals and reflect their beliefs (Applebury, 2018).
The motivational factor for this OIP emanates from a specific incident that occurred
in one of the provinces in Canada where some students embarked on a few days’ excursion
trip and a student drowned and died while they were on the trip. It was discovered that
more than half of the students including the one that died on the trip did not pass the swim
test which was mandatory for all students embarking on a trip that involves water. Parental
notification of any swim test(s) is mandatory, and the results of such test must be made
known to parents prior to participating in any water-based activities. Another anomaly was
that some parents of some students did not sign the mandatory forms which give permission
for students to attend either a day or couple of days school trip. This is particularly linked
to the PoP of this OIP where the current lapses are existent in the modalities for planning
and implementing field trips. Lapses in permission, collection and sharing of information
among stakeholders could result in safety risks for students even on regular field trips. The
following lapses in compliance at CAHS cut across many stakeholders involved in the
implementation process, ranging from the administrators, teachers, to support staff:
• In CAHS, the administrators pre-sign field trip forms, which are subsequently
downloaded by the teacher planning the trip. This prevents the proper vetting of the
application forms filled out by the teacher, without administrators ascertaining whether
all the listed procedures have been put in place by the teacher (e.g., mode of
transportation, nature of the activity and pre-requisites, the suitability of staff,
accompanying staff involved, etc.) thus jeopardizing the safety of our students when
they go on field trips. Schools, according to Ontario MOE (2009) “will strive to ensure
that all students feel safe, comfortable, and accepted … to establishing a just, caring
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society” (p. 10).
• Parental approval forms may not be signed, or important information can be missing, or
they are not returned at all. A check of past records revealed that approximately 20% of
forms are not signed or returned (CAHS 2020).
• Teachers may, on compassionate grounds or in the name of inclusiveness, take along
students that have not submitted the parental consent form and may not be privy to their
emergency contact, medical, and other vital information.
• To minimize cost, students may have to take public transit without accompanying
professionals that can manage their mental, behavioural, or emotional challenges, which
may be triggered by environmental influences during commuting.
• Staff supervising on field trips may not have certification for some activities they engage
the students in, which may lead to unhealthy incidents that could pose a threat to students
mental, emotional, and behavioural attributes.
These lapses can be overcome if the policies, guidelines, and associated responsibilities are
well-understood by all educational stakeholders and it is my vision as a change leader to
explore measures to include as many students as possible during field trips without
compromising their safety and wellness.
In conclusion, I believe in promoting the understanding, communication, and
collaboration of all stakeholders to effectively provide appropriate learning experiences
for students. My intent is to examine the role of school leadership in improving key
stakeholders’ mode of compliance with school excursion policies to generate safety
strategies that educators and associated stakeholders can use to effectively and
appropriately promote CAHS students’ inclusive, equitable, and safe learning
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experiences.
Framing the Problem of Practice
To support the PoP and shape the practices that form the problem, organizational
models will be used in the development of this OIP. The PoP will be framed and examined
through the PESTE factors which are “political, economic, social, technological, and
environmental factors that describe the environment” (Cawsey et al., 2016, p. 6) and Nadler
and Tushman's (1989) Congruence Model. The PESTE factors will be used to gain “clarity,
regain balance, generate new questions, and find options that make a difference” (Bolman
& Deal, 2017, p. 23) in field trips implementation processes within CAHS.
The PESTE Analysis
This analysis will be used to investigate and monitor the factors that can actively
prepare CAHS towards creating an environment for students' safety during field trips. It
will help unveil problems imminent on the existing practices of implementing field trips in
CAHS.
Political Factors. Politics is the “realistic process of making decisions … This view
puts politics at the heart of decision-making process” (Bolman & Deal, 2017, p. 179).
Politically, education is the full responsibility of the provincial government, which supports
inclusion and equitable access to education for all (MOE 2014a, 2017). The power structure
and the school dynamics in CAHS must, therefore, align before any change initiative can
be undertaken. For example, shared leadership has not totally come to prominence in
CAHS administration dialogue as a way to create and appreciate the involvement and
recognition of teachers within an alternative school setting, which needs to focus on
catering for the specialized needs of the students who have been expunged from the
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mainstream schools. The hierarchical political structure of CAHS is from top to bottom
which sometimes does not encourage the use of shared leadership to secure the
commitment of teachers during school field trips. Transformational leadership itself can
foster greater commitment and therefore advance efficacy (Northouse, 2019). It is therefore
important that as a change leader, I will explore possibilities to encourage shared leadership
within the political structure of CAHS to ensure safe structuring and implementation of
field trips in the school.
Economic Factors. CAHS has a budget from the SBX that caters for all expenses of
students’ field trips. On all occasions, public transit is used to transport students to all field
trip locations. It is a cost-saving measure, but this may create anxiety issues for some
students and might also pose a challenge in terms of student supervision, or protection.
There is a relatively high student population to supervisors ratio on field trips, which is one
teacher, with a CYW to 20 students This is due to policy that qualified staff only and no
community volunteers can accompany students on field trips. Despite added costs, having
more CYW staff along can help with supervision of students to apply coping strategies if
stressful situations occur in transit. For example, to provide more inclusive and equitable
field trips to students, SBX should provide funds or explore other means to bring in more
qualified staff from the board to accompany the teachers and CYWs on field trips.
Social Factors. Students' social well-being is vital for their learning. According to
Cefai & Cavioni (2014), students learn in an environment where they are safe. Bill 13
(Ontario Legislature, 2012) suggests the significance of helping students cultivate better
ways of relating to others in schools and society. Field trips can provide an ideal
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environment for authentic hands-on learning for students which will enable them to interact
with others in a real-world setting that is safe.
Also, for staff in CAHS, when planning and implementing filed trips, social
connection and interaction can occur and enhance communication among key stakeholders
and the coherence of the plans and the protocols among them. Currently, teachers’
professional development opportunities do not include sufficient opportunities for such
interaction. The social relationship between CAHS key stakeholders will be analysed in
this OIP to grasp how their interactions can influence the change process.
Technological Factors. Technology is now the easiest way to disseminate
information among people and has “woven our world” (Cawsey et al., 2016, p. 14) into a
small village. The use of technology to increase parental and stakeholders' involvement in
CAHS has been a much-needed change to foster students' engagement and well-being. For
example, the range of technology usage by CAHS stakeholders, especially how access may
affect parents’/guardians’ ability to return field trip forms on time is propelling the needed
change during field trips.
Environmental Factors. CAHS is a contained learning environment where the
emotional, behavioral, and mental challenges of the students are managed by teachers,
relevant support workers, and professionals. For example, during field trips, students
experience a change of environment, which may trigger their mental, emotional, and
behavioural dispositions. Unfortunately, many support workers and professionals who can
manage these students during their crises, i.e. CYCs, do not accompany them on field trips.
Such situations place the accompanying staff at a dilemma of dealing with the crises, as
well as taking care of other students on the trip, posing a safety threat to all.
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Guiding Questions Emerging from the Problem of Practice
The PoP addressed by this OIP is the role of leadership in improving key
shareholders' mode of compliance with school excursion policies and procedures that can
ensure students' physical and psychological safety during school field trips. In exploring
the PoP, the following questions have emerged:
1. How effective and equitable are the policies and procedures regarding students' safety
during field trips in CAHS?
2. Why do I think change is needed among key stakeholders regarding compliance with
established school excursion policies and procedures to positively influence our “at risk”
students' safety during field trips?
3. What can I, as a change leader, do to improve the effectiveness of the procedures and
equitable practices in CAHS regarding students’ safety during field trips?
4. What are the likely challenges that may be encountered as a change leader for effective
implementation of school safety policies and procedures during field trips?
To address the above guiding questions, as the change leader of this OIP, I will:
1. Consider the current procedures in place at CAHS in organizing field trips.
2. Examine how well CAHS practices align with the established SBX policies for field
trips. Evaluate the effectiveness of excursion policies and procedures based on the
existing evidence.
3. Examine the extent to which stakeholders are able to adhere to excursion policies and
procedures during field trips.
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Challenges that Emerge from the Problem of Practice
The ability to identify and find solutions to problems, as well as take action to create
change in CAHS is important. However, there are a number of anticipated challenges this
OIP might face in finding solutions to the PoP. Three challenges are discussed below.
The first challenge is the unforeseen resistance from some stakeholders in the CAHS
who might resist the need for change in the existing practices of the specific context. Some
staff may resist the procedural mode of implementing field trips because of the belief that
the administration does not appreciate their current efforts at implementing field trips.
Some may not know what to do in order to improve on the existing pattern, while some
may prefer the existing approaches and believe change would require too much work;
others may simply lack the aspiration or the drive to improve on the existing practice. To
tackle this challenge, it becomes necessary to identify and generate awareness of the need
for change which will be the underpinning for the “Awakening” stage of the Cawsey et al.
(2016) Change Path Model.
The second challenge to this OIP is establishing how the vision for change can be
framed on the diverse interests and roles of stakeholders who will have multiple modes of
compliance with school excursion policies that can ensure students’ physical and
psychological safety during field trips.
The third challenge is to ascertain how I can encourage and inspire the CAHS staff
to be part of the change envisioned, such that the solutions to my OIP will help solve the
problem of practice.

30

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

Leadership-Focused Vision for Change
A vision for change that is focused on leadership serves as a direction for leaders
and other stakeholders to inspire and support students to feel safe and be successful in
school and during field trips (Baringer et al., 2010). As leaders, students' safety is the
topmost priority because when they feel safe in school, they will be enabled to attain
success in learning. Hence, most change leaders prefer to be promoters of change, and to
be fundamentalists who are “never content with the status quo but rather always looking
for a better way” (Larner, 2004, p. 32) to enhance students’ success and well-being. This
can be done by promoting full inclusion for all students through equity and social justice
(Porter & Smith, 2011; Shields, 2009); for example, advocating for all students regardless
of their abilities to participate in learning opportunities especially during field trips.
Therefore, transformational leadership visions for change need to be examined through the
role of leadership in improving key stakeholders' mode of compliance with school
excursion policies and procedures to see if “they have inadvertently created harmful
practices” (Baringer, et al., 2010, p. 468) during field trips. Furthermore, an organization's
vision is a vital element in the change process, and it requires dedicated leadership that can
encourage followers to attain the desirable improvement needed for future change. Vision
also bridges the gap between the current state and the desired state while it serves to
encourage, influence, and involve people in making the vision come alive (Cawsey et al.,
2016).
Once endorsed by the administration in the school, the change leaders can then
build on the existing vision with other stakeholders to address the PoP towards creating
professional learning communities and aligning the activities of key stakeholders with the
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school vision. Leaders need to conceive and create shared vision that can lead to future
change through the appropriate application of excursion policies and procedures to ensure
the safety of students during field trips. This, if achieved, can help motivate the key
stakeholders' willingness to embrace the changes that can come out of the co-created vision
for change. Furthermore, leaders can develop a shared vision that promotes mutual
accountabilities among stakeholders. When a strong vision is shared, it comes alive to
motivate and direct actions to the realization of the desired change. Thus, “we need leaders
whose expertise is more invested in helping a group create the shared knowledge necessary
for sustained improvement” (Wagner & Kegan, 2006, p. 235), and to support everyone to
work towards the attainment of the success of the vision.
Change Drivers: The Who and What Drives the Change
Organizational “change is intentional and planned” (Cawsey et al., 2016, p. 3) by a
leader who can guide change in an organization. As a change leader who is actively
involved and committed, I must establish a clear and captivating vision for the change,
which will give an insight into the envisioned transformation in CAHS. Knowing and
involving the change drivers which are “events, activities, or behaviours that facilitate the
implementation of change” (Whelan-Berry Gordon, & Hinnings, 2003, p. 186) in the
change process, will necessitate an effective organizational change. The four change
drivers that relate to my OIP specific context will be discussed below.
Leadership Practice. Despite the problems associated with safety during school
field trips, strong leadership can affect good practices by encouraging the promotion,
improvement, and achievement of the change initiative. Leaders who act as change drivers
in CAHS will be encouraged to be part of the change process to foster sustainable directions
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for stakeholders to carry out their work effectively (Diaz-Vicario, & Sallan, 2017; MOE,
2012). According to Astor, Benbenishty, & Estrada (2009), strong transformational, and
inclusive leaders who have “overarching philosophies of education that [have] connected
school safety directly to the organization and the mission of their school” (p. 451) are
needed for change to occur in CAHS. Change leaders in the school should seek to
understand and encourage collaborative and diverse views, which are shaped by
stakeholders' views. Safe schools do not just happen; they are established by committed
people who apply policies and procedures underpinning safe schools with the support of
everyone involved, to create environments where procedures are firmly followed while
students embark on field trips (Diaz-Vicario, & Sallan, 2017).
Effective Communication. Establishing and maintaining effective communication
through various channels is a change driver that can lead to the accomplishment of
students’ safety during CAHS organised field trips. When the need for change and a clear
sense of the desired change is well-understood by key stakeholders in CAHS, they will be
ready to actively participate in the change (Cawsey et al., 2016). To achieve organizational
success, there should be a two-way communication process which involves deliberations
between the change leaders and the key stakeholders in the school during the planning and
implementation stages. This can foster a shared vision and allow for a mutual
understanding of the concept (Nadler, & Tushman, 1989; Whelan-Berry et al., 2003), to
promote collegial and shared interactions (Bolman & Deal, 2017). Also, change leaders
would facilitate and encourage ongoing communication to enable “educators, and parents
monitor and support students’ learning” (The Institute for Educational Leadership, 2013,
p. 10) and their well-being. Effective communication among the stakeholders will help
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promote collaboration for proper implementation of excursion policies that will ensure the
safety of CAHS students during field trips.
Quality Relationships and School Culture. Quality relationships are vital in
leadership. Until a leader understands the staff, he/she cannot lead and guide the key
stakeholders towards the attainment of the desired change. Also, quality relationships
promote an understanding of the challenges faced by those in other roles. As a
transformational leader, I believe in the power to initiate and drive quality relationships to
create a positive school culture. According to Barth (2001), “the school culture dictates, in
no uncertain terms, the way we do things” (p. 197) in school, which can impact teachers’
growth, students' achievements and wellbeing. As explained by Sergiovianni (1992), “a
key leverage point in creating a learning community is improving the school’s culture” (p.
377). As a result, leaders in CAHS should be advocates of quality relationships and a
positive school culture to drive the change that will be beneficial towards students' safety
during field trips. This is in agreement with the MOE (2008b) Safe Schools Action Team
report which indicated that “students are more motivated to do well and achieve their full
potential in schools that have a positive school culture and one in which they feel safe and
supported” (p. 1). In developing the capacity to foster quality relationships within the
school culture, leaders in CAHS should always assess school value systems through diverse
views, to help generate workable ideologies for purposeful and successful implementation
of safe field trips. I believe that quality relationships and school culture have a significant
impact on the change process because both factors hold an organization together. This will
drive all involved in the change process to positively alter the outcomes of the change,
which can lead to the attainment of the desired change (Tschannen-Moran, 2004).
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Compelling and Accepted Vision. Vision is a vital change driver, as long as it is
compelling and accepted to lead the change (Whelan-Berry et al., 2003). For change to be
effective, it has to be gradual and ongoing, which may be met with resistance by the
stakeholders. The change leaders should generate a captivating vision that is positive, clear,
and attainable to create ways for new ideas in the minds of all the key stakeholders in
CAHS. This can transform our school’s vision into reality and align with the stakeholders’
initiatives for us to achieve progress (Bolman & Deal, 2017; Cawsey et al., 2016). The
change would be easier to achieve when CAHS leaders acknowledge and understand their
colleagues' perspectives and collaboratively develop an aligned vision for successful
implementation of safe field trips in the school. “Once established, an accepted vision
becomes a change driver … which can facilitate the ongoing change process” (WhelanBerry et al., 2003, p. 189). Knowing the elements that drive change at different levels is
essential for the desired change.
In summary, knowing the elements can help change leaders understand who and what
drives change. The organizational change readiness of stakeholders within CAHS is a key
driver of change as well and will be discussed in the section below.
Organizational Change Readiness
Change readiness, an essential part of the change process in CAHS, relates to the
organization's current state of readiness that shows areas of challenge and possible
progress. The tools to be used in this section to describe CAHS change readiness are a
change readiness questionnaire (Cawsey et al., 2016) and CAHS force field analysis. A
force field analysis will be used to review external and internal forces driving and
restraining the problem in the organization.
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Change Readiness Questionnaire
The change readiness evaluation used in the OIP is the Cawsey et al. (2016)
readiness questionnaire. The questionnaire is used to collect data from teachers and to
ascertain their change readiness in CAHS. The questionnaire addresses six readiness
dimensions (see Table1.1) through 36 questions to guide analytical concerns, which require
a ‘yes’ or ‘no’ answer. To rate CAHS's readiness for change record see Table 1.1 below.
Table 1.1.
Rate CAHS Readiness for Change Records
Readiness Dimensions

Readiness Score

Previous Change Experiences

0/2

Executive Support

+3 / 4

Credible Leadership and Change Champions

+5 /10

Openness to Change

+12 /15

Rewards for Change

0/ 1

Measures for Change and Accountability

+1 / 4

The readiness scores represent the number of questions that 30 teachers in CAHS
were asked relating to their change experiences, and their answers were recorded in Table
1.1. For every 2 teachers that answered yes or no [to a question], I counted as 1 point. For
example, the school team appears to be highly open to change with a score of +12/15: of
the 30 teachers, we have about 24 that said yes which was recorded as 12 points, and 6
teachers said no which was recorded as 3 points. The total scores for teachers in CAHS
readiness for change is +21, which is clearly higher than the critical value of ≤10
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recommended by Cawsey et al. (2016) for change readiness of participants. The change
readiness evaluation scale indicates that CAHS has a high level of change readiness. The
CAHS readiness scores relating to previous change experiences are non-existent (0/2) and
need to be addressed to support the change, it appears that all the 30 teachers are locked in
the use of past strategies, approaches and comfortably maintain the status-quo in
implementing policies during field trips. The executive support, which should come from
school leaders including the principal, reflects a readiness score of +3/4, which represent
about 23 teachers; although it is high, it can still be improved upon by leaders being openly
supportive of the change. With regards to credible leadership and change champions, issues
of trust, accountability, continuity of respected leaders, cohesion, and their perspectives are
on the average level (+5/10), which reflects that 15 teachers are in need for more
trustworthy leaders and change champions who are reliable and consistent with the
anticipated change in CAHS. As mentioned, the school team appears to be highly open to
change with a score of +12/15; this indicates that the school culture seems to be favourable
to staff voicing their concerns. It does appear that no reward for change exists in CAHS; a
score of 0/1 indicates there's no reward system whatsoever that values innovation and
change; people are not currently encouraged to attempt to make any changes.
The school has some measures of assessing the need for change, but no quality
measure is in place for tracking progress. From the data collected, a score of +1/4 which
represent approximately 8 teachers indicate a minimal degree of accountability. The
supervisory teacher in charge collates and returns all field trip forms to the school field trip
binder for a period of three years without anyone making reference to it for correcting any
observed lapses, or seeking future modalities for improvement. Both SBX and CAHS do
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not attend to the information collected from parents on field trips unless major incidents
occur; neither do they evaluate the students' or their parents’ satisfaction on field trips
embarked on. This reflects poor accountability practice in the implementation process of
field trips in CAHS. Change leaders should have an ongoing communication with all
stakeholders to create avenues for clarifying the essential benefits of the anticipated change
to build their acceptance. Therefore, there is a need for improved accountability on the part
of the administration to examine details of field trips conducted, and obtain feedback as a
reflective practice to inform areas of concern and future improvement. To this effect,
change leaders in CAHS need to have the necessary skills to inspire school staff to be
credible leaders, change champions, and motivate their readiness to push the change to
reality.
Force Field Analysis
Force field analysis is used to analyse the forces that drive and restrain the changes
in an organization. Potential information can help enlighten change leaders on the opposing
forces that may inhibit change, and it is used to ascertain if the organization is ready for
change. Force field analysis is used in CAHS as "a model for change that shows the
relationship between the driving forces for change and the constraining forces against
change" (Swanson & Creed, 2014, p. 31). Knowing the stakeholders who will accept the
change and those who will resist it is “a pivotal consideration when planning, recognizing,
controlling, and directing change” (Swanson & Creed, 2014, p. 31). Figure 1.4 below
shows what drives and restrains the forces associated with the PoP.
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DRIVING FORCES

RESTRAINING FORCES

TTTs and PLCs
To increase staff knowledge and strategies

Time Constrains Fall
through the Cracks

Key Stakeholders’ Perspectives
Flawed Communication

Supportive Change Leader
Organizational Hierarchy
Growth Mindset of Applying Policies and
Procedures During School Field Trips

Fixed Mindset of Applying
Policies And Procedures during
School Field Trips

Transformational Leadership
Social Justice Advocacy

Change Experience

Inclusive Leadership

Figure 1.4. CAHS Force Field Analysis
To construct change in CAHS, the balance between the driving forces and the
restraining forces “must be upset by adding new pressures for change; increasing the
strength of some or all of the pressures for change, reducing or eliminating the pressures
against change; or converting a restraining force into a driving force” (Cawsey et al., 2016,
p. 196). Figure 1.4 shows that there are seven driving forces and five opposing forces, and
for change to happen, the driving forces must exceed the restraining forces; therefore,
CAHS is a school that is ready for change.
The strongest drive force in the force field analysis is the use of Train-the-Trainers
(TTTs) and Professional Learning Communities (PLCs) during conferences in CAHS.
These sessions create avenues for key stakeholders to work together to break the barriers
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of solitude and support them to learn how to comply with the policies and procedures used
during field trips. The restraining force is the constraint of release time for most of the key
stakeholders. For this reason, the training can fall through the cracks if the TTTs and PLCs,
which are the driving forces, cannot take place to increase stakeholders' knowledge of
excursion policies and procedures. The force field analysis also identified some collection
of other driving forces, which are the transformational and inclusive leadership approaches
with social justice advocacy, which are used to push the change, with change experience
being the opposing force.
In summary, the change readiness questionnaire and the force field analysis are
indicators that CAHS is willing and ready for change.
The Nadler-Tushman Model will be used in Chapter 2 to frame the PoP, and to
project the degree to which CAHS as a community will interacts to fit with one another.
It will enable me to explore the working relationship between all stakeholders, the formal
and informal organization, and the work, with the goal to identify and seek modalities to
bridge any existing gap between the processes of the inputs and outputs in CAHS. The
identified structure and culture of CAHS will provide the basis for aligning with the
model to construct and promote safe schools for the well-being of students. With an open
dialogue, flexibility, and compliance among staff, CAHS leaders can use the model to
align these cycles in creating better ways for a change sequence to take place.
Chapter 1 Conclusion
In conclusion, Chapter 1 provided a description of the organizational context,
including the mission, vision statement, history and purpose, structure and the leadership
practices that are in existence within the organization. It was emphasized in this chapter
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that leaders should work collaboratively with others and be conversant with the political,
economic, social, technological and environmental aspects of the organization to enable
them to lead the change process. To frame the PoP and shape the practices that form the
problem, the PESTE factors were used to frame the PoP and analyse the existing practice
in implementing field trips in CAHS. Four guiding questions emerged from the PoP to pilot
the OIP, and four change drivers were used to support leaders in applying a meaningful
and efficient change in CAHS. The organizational change readiness analysis used the
change readiness questionnaire and force field analysis to demonstrate that CAHS is ready
for change. The next chapter will focus on the planning and development of my OIP.
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Chapter 2: Planning and Development
This chapter investigates and develops a leadership framework for understanding the
anticipated change. The theoretical framework for leading the change to address the PoP is
examined by focusing on the transformational and inclusive leadership approaches with
social justice principles for the planning and development of the desired change.
A critical organizational analysis is further reviewed to provide an overview of the
gap between the current and desired state of the organization. Three possible solutions to
address the PoP are discussed, and the ethical implications of the change process are
considered along with the ethical leadership practices to be used when leading the change.
Leadership Approaches to Change
Leadership is regarded as “a key factor in accounting for differences in the success
with which schools foster the learning of their students” (Leithwood, Louis, Anderson, &
Wahlstrom 2004, p. 17). In this section, my leadership approaches, which are
transformational and inclusive, with social justice principles are used to inform, support,
and propel the change in this OIP. The leadership approaches and principles are also used
to empower the improvement of strong associations through collaboration among the key
stakeholders in the organization (Bass, 2008; Leithwood et al., 2004).
Transformational Leadership
Effective school leadership is a vital component of students’ success and the overall
school improvement initiatives in CAHS. Transformational leadership is mainly
“concerned with how decisions are made about both school priorities and how to pursue
them” (Leithwood et al., 2004, p. 6). It is chosen among other leadership styles such as
transformative leadership that focuses on social justice where the leaders see themselves
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as the agent of change (Shields, 2010) and servant leadership which exists to serve their
followers as agents of change (Mayer, 2010) because transformational leaders get everyone
involved through teamwork and encouragement to motivate followers to work towards the
organizational goal (Bass, 2008; Leithwood and Jantzi, 2006). Transformational leadership
is defined within the context of this OIP as “the process whereby a person engages with
others and creates a connection that raises the level of motivation and morality in both the
leader and the follower” (Northouse, 2019, p. 164). To lead change successfully and
advance practices in these contemporary days, all leaders should engage in building a
shared vision of reality to create new rules and help change the mindsets of the followers,
as well as make vital change routines to the ethos of the organization they are engaged in
(Hallinger, 2014). As a transformational leader in CAHS, my priority will be focused on
working collectively with the school leaders to create a roadmap for the school vision that
will inspire and boost staff morale. This can help to motivate and transform their values
into action, to ensure that students’ safety is actually put in place during field trips.
Additionally, transformational leaders focus on “transforming organizations from
current dysfunctions toward greater efficiency and effectiveness” (Starratt, 2011, p. 132)
through established organizational culture during the change process. As a transformational
leader, I hope to cultivate the habit of influencing the critical stakeholders in CAHS by
learning to lead from my position as a key stakeholder while fostering collaboration and
inclusion among the staff (Hallinger, 2014). As a leader, I am more concerned with the
higher level of Maslow’s hierarchy of needs consisting of higher levels of confidence,
authenticity, recognition, relationships, and self-actualization, which can pave the way for
organizational improvement (Bass, 2008). Transformational leadership focuses on making
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schools better by building capacity among staff through collaboration (Hewitt, et al., 2014;
Leithwood, Sun, & Pollock, 2017) which can help to address the problems with compliance
for students to succeed and be safe. It entails staff development which can be realized
through PLCs and TTTs training sessions.
Furthermore, transformational leadership “involves reforming or improving the
status quo while ultimately maintaining it and reproducing it” (Hewitt et al., 2014, p. 3),
which is part of what my OIP addresses. I intend to increase the stakeholders’ involvement
in ascertaining the existing practices, identifying the current gaps, planning and
implementing field trip experiences to promote avenues that welcome feedback for
improved future field trips. Transformational leaders can have positive impacts on
followers when the followers identify with or find meaning to their work (Ghadi, Fernando,
& Caputi, 2013). Such leaders in CAHS will be able to inspire teachers to value students’
safety through collaborative work on best practices for safe trips. It is clear that a
transformational leadership approach can reliably supplement other leadership approaches
that work towards making the school better because it can be applied to a variety of settings
and can create a positive environment for stakeholders to develop their skills (Hewitt et al.,
2014; Northouse, 2019).
Inclusive Leadership
Inclusive leadership is needed for the attainment of the school’s vision regarding
fairness, well-being, and achievement for all students in CAHS. This vision of fairness,
well-being and achievement is supported by practices and relationships that are fostered on
respect, care, trust, recognition, and compassion for mutual benefit of all (Bortini, Paci,
Rise, & Rojnik, 2016; MOE, 2013b; Theoharis, 2007). Inclusive leaders “embody a
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leadership approach that appreciates diversity, invites and welcomes everyone's individual
contribution, and encourages full engagement with the processes of decision-making and
shaping reality” (Bortini et al., 2016, p. 5). For example, in CAHS, listening without
judgement of stakeholders’ issues and difficulties with field trip procedures that
compromise safety can help build beneficial relationships among all stakeholders.
Likewise, students’ safety can be achieved in CAHS when all stakeholders practice, learn
and collaboratively plan to implement excursion policies and procedures.
Inclusive leadership is framed around trust, which is a vital element for leading
change: “trust matters because it hits schools in their bottom lines; it makes a difference in
student achievement… [and] puts the culture of trust ahead of their own ego” (TschannenMoran, 2004, p. 52). When a leader prioritizes a culture that values students’ safety, they
will be more likely to earn the trust of their followers. In CAHS, everyone’s contribution
should matter because for leadership to be openly inclusive, “it must foster equitable and
horizontal relationships” (Ryan, 2006, p. 9), that “appreciates everybody’s contribution and
inspire innovation by involving” (Bortini et al., 2016, p. 5) everyone that is part of the
change process. Allowing diversified contributions from all stakeholders with matters
concerning students’ safety during field trips will be useful during PLCs and TTTs sessions
to create a degree of trust. This can also help drive full commitment that nurtures
conversation during the process of decision making to shape the reality of the change
process. Also, when stakeholders feel valued, allowed to be themselves and be part of the
change, they are willing to express, contribute and push intelligent ideas to the change.
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Social Justice Advocacy
Social justice principles embrace a process built on respect, care, recognition, and
empathy, especially for the marginalized in society. It focuses on “what is possible, what
is necessary, and what is good—socially just—leadership” (Theoharis, 2007, p. 253). For
example, in CAHS, we try to make every classroom as welcoming as possible to all
students who come from diverse mainstream schools. Incorporating social justice advocacy
into this OIP is vital because the students at CAHS can be made to feel valued in any setting
they may find themselves when they leave the school. In fact, the mission of CAHS is to
help students to establish a sense of self-worth and eventually transition back to their
mainstream schools. Their safety – and their lives – matter. In CAHS students are taught
social, emotional and psychological skills during intervention sessions by the CYWs and
CYCs. This is embedded in the school programming to enable students to master such
skills and strategies learned to help them cope and feel a sense of belonging particularly
when on field trips and when they transition back to their mainstream schools. The York
Region District School Board (2018) in Ontario stated that inclusiveness “is purposeful,
intentional, and committed action to ensure that everyone is made to feel that they belong
… inclusive environments are fundamentally altered, not only for those whom we initially
strive to ‘include,’ but, importantly, for the benefit of all” (p. 8). The development of sound
proactive processes that will ensure the safe participation of as many students as possible
on field trips is what the school strives to attain.
In summary, committing to social justice advocacy enacted through
transformational and inclusive leadership approaches will lead to an overall students' wellbeing to boost their academic performance. Besides, “inclusion is not about disability .…
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inclusion is about social justice … by embracing inclusion as a model of social justice, we
can create a world fit for all of us” (Sapon-Shevin, 2003, p. 26, 28). Thus, CAHS excursion
policies and procedures regarding students' safety during field trips need “high levels of
commitment, hope, confidence, and resiliency among those who lead and support complex
change” (Alavi & Gill, 2017, p. 158). As a confident and resilient change leader, I am open
and ready to connect with other leaders to build a collaborative and equitable practices
among key stakeholders in CAHS. Having identified the leadership approaches to change,
the following section will focus on the framework to lead the change process.
Framework for Leading the Change Process
The PESTE framework is chosen to lead the change process. As previously discussed
in Chapter 1, the PESTE factors which consist of the political, economic, social,
technological, and environmental factors, will be used to focus on different concepts and
traditions of CAHS. The PESTE framework is viewed through the lens of transformational
and inclusive leadership approaches with social justice principles throughout the change
process. The PESTE factors to lead the change are discussed below.
Political Factors
Politics is crucial to the success of the desired change in any organization since
there might be certain stakeholders at the top, middle, and/or bottom levels that will oppose
the change initiative. The MOE (2017) requires all schools in Ontario to provide a safe and
nurturing environment for all students to learn and acquire the potential to succeed in
schools with Bill 13, the Safe Schools Act, of 2012. The current political state in CAHS is
hierarchically structured from top to bottom, and this influences the decisions, directives,
resource triangulation, and achievement of all students. Customarily, decisions and
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directives pertaining to field trips and other school related matters come from the principal
to all stakeholders in the school. This sometimes causes delays in the planning of trips
which makes most teachers shy away from organizing field trips because of the time and
stress involved, thus depriving all students the equity of access to field trips. When the
principal does not approve unique field trips requests, teachers will tend to only take
students to familiar venues they know the principal will approve without any confrontations
or delays. Also, when approval comes, there is little time to gather all pertinent information
from student records necessary to become familiar with safety requirements of students.
Conversely, when CAHS stakeholders are more involved in deliberations, they will have
more decision-making abilities, and improved or new decisions arrived at may help in
keeping students safe when they embark on field trips. Therefore, it is imperative for
change leaders in CAHS to have a sense of what local political change entails and
understand their influence on the responsibilities of all key stakeholders' involvement in
ensuring students' safety during field trips.
Economic Factors
In CAHS, funding is provided by the school through budget allocation from SBX
for all field trip expenses such as paying to get into field trip venues and the provision of
bus tickets for all students attending. All students in CAHS use public transit with staff to
all field trips sites; this make them vulnerable and might impact their overall mental health
and safety during such trips. Moreover, CAHS at-risk students’ safety is usually at stake
because using public transit to field trips sites can sometimes be unfamiliar and
overwhelming to students unlike the relative safety and familiarity of a school bus. Only a
teacher in charge and the CYW are allowed to go with students’ on a field trip because

48

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

professional support services are limited at the school and when things get out of hand on
either on the way to the trip sites, on the sites or after the trip, the teacher calls the parents
and/or the police. School buses and additional personnel seem necessary, but entail an extra
cost. If such expenses mean that more students can participate successfully, an inclusive
leader might seek input from the principal and staff to find ways to fund such costs.
Social Factors
The development of a safe and caring school begins with the rapports that exist
among key stakeholders, especially before and during field trips. In addition, the social
characteristics between CAHS staff, whereby the job requirements and schedules do not
give room for information exchange opportunities, may hamper the provision of safety for
students. Hearing other key stakeholders’ points of view during formal and informal
discussions are vital to discarding personal beliefs, egos, ideologies, and the status-quo,
which may enhance the safety of students (Hess, 2014) during field trips.
Transitioning students from mainstream to alternative schools is allusive to the social
concerns and issues of the students involved. Students that are enrolled in CAHS are sent
from mainstream schools as a timeout for them to learn and improve their social, emotional
and psychological state of their minds. The school is committed to providing an
environment where students come to learn and socialise appropriately before they are sent
back to their mainstream schools. In CAHS, students have the opportunity to work one-onone with teachers and support staff who prepare them for transition back into their
mainstream schools within a semester or two as discussed in Chapter 1. Lack of
inclusiveness, equity, and collaboration can be obstacles (Cawsey et al., 2016) for instance,
in keeping students safe during field trips. The government Bill 13, an act that amended
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the Education Act with respect to bullying and other matters, states that “the people of
Ontario and the legislative assembly believe that a healthy, safe, and inclusive learning
environment, where all students feel accepted, is a necessary condition for student success”
(MOE 2012, p. 1). Safety is a part of the prerequisite for students’ learning and when they
don't feel safe, they might start exhibiting deviant behaviour, stop coming to school, and
may eventually drop out of school (MOE, 2008b). However, when they come to the
realization that intervention measures and strategies such as support staff who are familiar
with their needs and provide assistance when needed, are in place to address most of their
needs and challenges, they are more ready to attend and learn to attain success (Golden,
Kist, Trehan, & Padak, 2005).
Technological Factors
Technology is a great tool that can boost parental involvement in schools to promote
students' engagement, achievement and well-being (Olmstead, 2013). In CAHS, the use of
the technological access provided to parents through the school website creates problems
for teachers during field trips planning process. For example, some parents with computer
access receive the excursion forms online, while others receive paper copies that are sent
home through the students. In both situations, the signing of the forms is either delayed or
not even returned to school. This creates a wide communication gap between home and
school regarding planning and implementation of policies used during excursions, which
can impact the safety of students. In CAHS, leaders should collaboratively work with all
staff to have a consistent and efficient method of informing, getting information and
consent back from parents prior to all field trips.
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Environmental Factors
CAHS is an alternative school with contained classrooms that offer the opportunity
for one-on-one instructional delivery to students for them to attain success. At-risk students
being sent to alternative schools is a practice that has come to stay in most schools in SBX.
Most “at-risk” students’ needs cannot be catered to in the regular schools, where
educational goals and curriculum expectations need to be met within set deadlines. As a
result, students with emotional, mental, and behavioural accommodations need to be
provided through the best possible environment. Field trips are part of that curricular
environment for them to succeed, in a safe and respectful environment (MOE, 2017).
Alternative schools provide environments where classroom settings that comprise fewer
students, and relevant intervention plans can be put in place for students to learn and
develop strategies for academic and social success before they are sent back to their
mainstream schools. It is especially important that the students are provided a safe and
caring environment for them to learn and find success in CAHS. Hence, when structuring
field trips, staff should be aware of students’ circumstances to enable them to create a
learning environment where all students will feel valued, included and safe particularly
when organizing field trips as an educational experience for them.
In summary, the PESTE framework is used to lead the change process. Having a
knowledge of the framework, a leader can ensure teachers are empowered or, are aware of
the rationale for the proposed change. This will help create a safe environment for all
students during field trips. The next section will describe the critical organizational
analysis.
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Critical Organizational Analysis
In this section, the Nadler and Tushman (1989) Congruence Model is used to analyze
the components (input and output) during the change process in CAHS. Using this model,
CAHS can be viewed as a community with components that interact to fit with one another
for the needed change to be successful. The model’s inputs are comprised of CAHS
“environment, resources, strategy, and history that represent the internal and external
sources (strategy, resources, environment) and transforms … into outputs (activities,
behaviour, and performance) of the system at three levels: individual, group, and the total”
(Cameron & Green, 2012, p. 104). The part of the model that focuses its analysis on the
four transformation processes will be described in this section; it includes the work, people,
formal organization, and an informal organization, which must align to have a congruence
or fit (Nadler & Tushman, 1989). The primary focus of the model is to guarantee that
strategies are in place to ensure the successful transformation of the school’s inputs into
the desired outputs. The transformational process in applying the congruence should help
staff understand the dynamics of what occurs in CAHS as we try to construct the desired
change.
The anticipated change of this OIP focuses on the role of leadership in improving
key stakeholders’ mode of compliance in ensuring that proper information is gathered on
the nature of the planned field trips and the essential requirements are in place for
participating in the planned activities. Also, to be addressed are the behavioural, and
emotional needs of the students, as well as procedures to be followed in managing triggered
and unforeseen circumstances, which might result in serious outcomes. Ensuring activity
participation prerequisites, adequate accompanying staff to support students’ management,
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as well as the suitability of the mode of transportation for the needs of the students involved,
are some of the issues. Other issues include the difficulties that teachers and support staff
experience in obtaining students' vital information necessary to manage them appropriately
and the lack of enough staff to supervise students during field trips. It is therefore important
to ensure that the transformational process aligns with CAHS strategies. Furthermore, the
transformational processes are suitable mixes of the inputs transformed into outputs for the
desired changes to be realized, and CAHS can only ensure efficient safety protocols around
school field trips, if the interdependent elements fit harmoniously.
There are key success strategies that are pertinent to organizing field trips, such as
pre-taught expectations, the relevance of the trips, and acceptable behaviours during the
field trips; often these are not made clear or else occur with only a few minutes’ debriefing
on related assignments that may happen before the field trips. Other vital strategies include
an on-site connection with the field trip venue officials who can be made aware of the
specialized needs of CAHS students so they can plan accordingly. Also, staff training
sessions focused on structured student engagement during field trips can be put in place.
These key strategies are lacking in the current implementation processes of field trips in
CAHS, thus creating gaps in the transformation process.
The Nadler-Tushman Congruence Model
This model is an influential diagnostic tool used to contemplate organizational
problems, and its process is used to analyze the incongruence in the elements. It is used as
a starting point to identify, analyze, and recognize the core cause of existing practices
regarding the implementation of field trips in CAHS. Its result is to identify the gaps that
exist among stakeholders when there is incongruence. Also, this model is chosen as it
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validates how the combination of the external and internal factors can impact the
organizational components. Figure 2.1, which is Nadler and Tushman's (1989) Congruence
Model features how inputs are transformed into outputs.
The Transformation Process
Output

Input
External
Environnent

Shared Vision

Informal
Organization

Increased
Stakeholders’
engagement.

School Culture

Formal
Organization

Resources
Work

(Tangible &
intangible)
Strate
gy

History/
Culture
(Patterns of past
behaviours, &
activities that can
affect CAHS)

Structure/
System
Hierarchical
top-to-down

Skills/tasks
carried out by
the staff of
CAHS

structure

People
Key stakeholders –
All educators, CYCs,
CYWs, Parents, and
Change Leaders

Improved
Implementation
Procedures.
Safe Students’
Field Trip
Experiences
Improved
Collaboration
among School
Staff and other
Stakeholders
.

Figure 2.1. The Nadler and Tushman (1989) Organizational Congruence Model. Adapted
from Nadler and Tushman (1989).
Nadler and Tushman's Congruence Model (1989) puts its greatest emphasis on the
transformation process; it affirms that the organizational factors which are the inputs lead
to outputs through the transformation process. These factors combined must fit
harmoniously to avert problems (Cawsey et al., 2017; Nadler & Tushman, 1989) and have
a congruence of fit to subsequently produce the desired output of safe operational field trip
implementation. The inputs include environmental factors, resources, and organizational
culture/history that influence change within an organization (Nadler and Tushman, 1989).
The transformation process consists of the four elements which are work, people, the
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formal, and informal organization, which concurrently combine to create outputs. The
outputs include the shared vision, which can lead to improved students' attendance and
safety during school field trips. The four elements involved in the transformation process
in CAHS, as indicated by Nadler and Tushman's (1989) Congruence Model, are discussed
below.
Work. The work involves the routine tasks carried out by all the stakeholders
(Bruch & Gerber, 2005) in CAHS through required knowledge and skills. However, the
degree of independence and skills required to do the work is based on the vision that
underpins CAHS operations, which is founded on an inclusive, caring, and safe school
environment to optimize students’ learning potentials. In CAHS, the tasks of the
stakeholders are numerous, e.g., it is the duty of the school principal to ensure that teachers’
assigned responsibilities are appropriately carried out to facilitate students’ success and
safety during field trips. When responsibilities are well-distributed and understood by
teachers in CAHS, it can help propel the change to aid proper implementation of field trips.
The tasks required by the teacher in charge of any field trip in the school is to have before,
during and after field trip plans as described in Figure 1.3, field trip flowchart in Chapter
1.
Furthermore, the school leaders need to encourage, build competence,
cohesiveness, as well as to collaboratively share proficiency among staff to ensure
students’ safety. The school currently signifies a state of incongruence in its model
(transformational process), because there is a gap between the current school practices and
operational procedures required to create an enabling environment for students’ safety
during field trips. As a classroom teacher, my responsibility is to plan suitable educational
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field trips for my students and ensure that parental consent forms are sent home on time
through the students or are downloaded, filled out by parents and returned to me. I also
follow up with parents to collect the forms while the CYW makes reminder phone calls to
parents to reiterate the peculiar expectations of each field trip, i.e., forms must be returned
by each parent before their child can be allowed to go on the trip. Despite forms sent out
and follow up phone calls, some parents still do not send forms in.
People. People are referred to as human interactions that impact and/or trigger the
change “such as dealing with people’s emotional reactions, turning resistance into
commitment, motivation, engaging them in shaping the change, learning new behaviours
… and addressing cultural implications of the change” (Anderson & Anderson, 2010, p.
6). Furthermore, the change leaders in the school need to motivate and provide training
sessions for all stakeholders to create an enabling environment for them to plan and carry
out their work effectively. For this reason, it is more important that staff have training
sessions and share experiences in handling a variety of situations that may arise during trips
to ensure the safety of the students.
The people in CAHS that contribute to the problem of practice in this OIP, include
educators, support workers, and parents, with their professional knowledge, skills,
attitudes, perceptions, expectations, and needs. Also, unlike mainstream schools,
volunteers (parents/community) are not allowed to accompany students on field trips in
CAHS, and oftentimes the accompanying staff may not be able to cope with effectively
handling the diverse needs of the students when emergencies occur. It is essential for
change leaders to understand the tasks of each staff member when students embark on
field trips; this will enable the change leaders to have the “knowledge or skills it demands,
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the rewards it offers, and the stress or uncertainty it involves” (Nadler & Tushman, 1997,
p. 32) to make the change process stress-free for all. For instance, only one teaching staff
and one support worker are allowed to accompany about 20 students regardless of their
peculiar traits.
The priorities of all involved in CAHS field trip planning and implementation are
vital to the attainment of the anticipated goals. The principal’s foremost priority is for all
students to be safe when field trips are conducted with the minimal difficulties by teachers
in charge and the accompanying CYWs. Teachers play a vital role in students learning
experiences during field trips and their priorities are to collect information and to seek
parental consent. This is to ensure that field trips are educational, pleasurable, physically,
and psychologically safe. It also ensures that the practical knowledge gained during field
trips supplement and enhance students’ specific hands-on understanding of the world
around them which links to classroom-based curriculum. The priorities of parents is to
ensure that their children attend school, and accompany their school mates to field trips to
learn and be safe. All these diverse priorities of stakeholders in CAHS need to align for
students’ safety to be ensured. Smooth field trips and successful learning is the overall
priority of all school, hence change leaders in CAHS must find a common ground to make
sure that stakeholders’ actions meet the overall priority to smooth, and safe filed trips.
Additionally, as a change leader, I have the vision to push this OIP forward by
working closely with the school leaders (the administrators, HODs, and ACLs) to locate
prospective leaders among the staff with practical skills that can help inspire and mobilize
others to examine their current priorities and actions in order to make the proposed change
a reality. During the change process, teamwork and inclusion can be used to reduce
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pushbacks and encourage the relevant parties to buy into the change process. Likewise,
when employees lack the skill for the desired change, it can make them unsure of their
ability to adapt to the new change (Cawsey et al., 2016). Thus, leaders should endeavour
to involve the stakeholders in the change process before its implementation.
The Formal Organization. The formal organization in CAHS refers to how tasks are
formally organized, assembled, and coordinated to guide the action of individuals in their
application of the policies and procedures (Nadler & Tushman, 1989) used during field
trips. The formal system in CAHS comprises the principal as the head of its administration;
he gives directives to the vice-principal, who passes the instructions to the HODs, and
ACLs on strategic planning, the control system, performance management, training and
development. The vice-principal and the HODs and ACLs, in turn, pass the given directives
to relevant teachers and support workers to facilitate daily operations in the school. This
top-down approach helps form the process that sets protocols, rules, and procedures to be
followed, and is how the information is shared among the stakeholders (Cawsey et al.,
2016). The top-down process in CAHS is efficient at getting people to do the work, but the
lack of a process of sharing information and providing feedback is actually hindering the
work that is needed; this is a source of incongruence between the school and the
accomplishment of the school’s mission.
Furthermore, it will be wise for change leaders in CAHS to ponder on how
consistent work is carried out in the organization, and to be conversant with the excursion
policies and procedures that govern the duties of the key stakeholders at all times. In many
school boards, high-risk activities require participants to sign field trip statements of risks
and liability release waivers. However, because CAHS is tailored to care for students “at
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risk”, high-risks activities do not take place in the school and are not planned for by the
teachers; hence, such waiver forms are non-existent in CAHS for parents and students to
sign before students are taken out for field trips. These waiver forms if put in place in
CAHS can help to create awareness for the nature of the field trip, the activities involved,
necessary prerequisites, and conduct requirements for such field trips in consideration of
what safety-related actions or limits might be appropriate for each planned trip. As a change
leader, I am willing to work with other leaders in the school, subject to the principal’s
approval, to develop, encourage, and put in place these waiver forms to improve
stakeholders’ awareness and possible compliance to reduce risks involved when students
embark on field trips. I will seek feedback from parents, and teachers during training
sessions to improve the modes by which these forms are sent and returned for both groups.
Having the knowledge to develop a clear understanding of the ways the system and
structures shape the outcome in the school is vital, and leaders can use this knowledge to
set the platform to push the anticipated change to success.
The Informal Organization. The informal organization is also referred to as the
school culture; it is a set of informal and unwritten traditions, as well as behaviours that
constitute a dominant influence on the conduct of individuals in the organization (Cawsey
et al., 2016; Nadler & Tushman, 1989). School culture in this OIP can be described as the
relationships, patterns of decision-making, and attitudes of all stakeholders in CAHS. The
unwritten tradition in CAHS regarding field trips is that decisions are not collaboratively
made with contribution from cross-section of the key stakeholders. Such decisions are
made from top to bottom which does not take into account the voices of those who
physically take students out on field trips. Most teachers as a tradition share progress
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information on students’ safety after field trips on an informal basis – in the hallways and
during lunch. Such information is usually not shared with the administration to avoid being
criticized. This unwritten tradition can create an attitude by the principal that all field trips
are relatively safe, and safety protocols are not necessary. Sharing of experiences and
training on a formal basis might help staff to examine their attitudes and see the need for
change in CAHS. The Anderson & Anderson (2010) organizational components are used
to analyze the desired change with its significant points of the four transformation
components which are summarized in Table 2.1.
Table 2.1.
The Four Organizational Components (Anderson, & Anderson, 2010)
Components

Work

People

Formal
organizational

Informal organization

Definition

The basic and
inherent work to be
done by
stakeholders in
CAHS.

The stakeholders in CAHS
include the administrators,
educators, parents, students,
social workers, CYWs, CYCs
psychologists, and the
immediate communities.

The various
structures,
processes, and
strategies formally
put in place to
perform tasks.

These are CAHS
stakeholders’ culture,
traditions, and informal
working arrangements.

Critical features of
each component

Degree of certainty
associated with
school field trips.
The influencing
factors are
interdependent.

Knowledge and skills that
individuals have that may
not align with the
requirements of their
assigned task.

Shared leadership
style of interpreting
rules and
completing tasks is
the nature of
command structure
in CAHS.

Skills and
knowledge

The knowledge of
policies, students’
needs, and
organizational skills
to share and collect
information.
Information
provided during TTTs
and PLCs will help
integrate and
support the tasks to
be carried out.

Key stakeholders’ skills and
knowledge they possess
appropriate to their role,
that they can use confidently

Coordination and
control mechanisms
present in formal
meetings in CAHS.

Open communication are
ways teachers can
influence one another on
how to apply excursion
policies and procedures
through information
gathered during TTTs and
PLCs.
Informal roles played by
stakeholders outside
stipulated rules.

Support and praise
stakeholders get from
change leaders for mastering
the skills and applying them
during field trips.

All stakeholders are
part of the change
process to drive the
change successfully
to reality.

Rewards/Benefits
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The table above shows the post-change of the organization and it depicts how each
component is defined, its critical features, the skills and the benefits of each components.
Its purpose is to bring the elements into a greater congruence.
In summary, a critical organizational analysis was used to diagnose the change
needed in CAHS. The Congruence Model (Nadler & Tushman, 1989) afforded me the
opportunity to analyse the different organizational elements involved in the transformation
process and the purpose is to determine where change leaders may bring the elements to a
greater congruence. The Anderson & Anderson (2010) significant points of the four
organizational components were used to illustrate the post-change characteristics of the
four organizational components. The next section will provide the possible solutions
recommended to address the PoP.
Possible Solutions to Address the Problem of Practice
To drive the change forward and achieve the desired organizational state, I have
identified three possible solutions to address the PoP. They are: (i) Maintain the Status
Quo, (ii) Train-the-Trainers (TTTs), and (iii) Professional Learning Communities (PLCs).
The solutions, along with the needed resources, their benefits, and drawbacks will be
examined.
Solution 1: Maintain the Status Quo
Maintaining the status quo is one of the possible solutions chosen to help with the
stakeholders' resistance to the change. It is defined in this OIP as keeping the prevailing
state of affairs which makes everyone contented and free of stress (Eidelman, Crandall, &
Pattershall, 2009; Jost, Banaji, & Nosek, 2004). Sustaining the key stakeholders’ current
level of compliance with the excursions policies and procedures used during field trips can
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be a preferred option, because “it may take more of an effort and a risk to challenge the
status quo than to support its existence” (Bäck & Lindholm, 2014, p. 77). However, with
careful planning and support, the policies and procedures can be guided, guarded, and
modified while safety can be improved and maintained in CAHS. Furthermore, to keep
students safe without dispute, maintaining the status quo rather than opposing it would
avoid causing conflict.
Resources needed. This solution does not require any other resources because the school
safety procedures used during school field trips will be maintained.
Benefits and Drawbacks. Preserving the existing policies and procedures will not accrue
additional expenses when compared to formulating new policies that can take a long time
to plan. Unfortunately, when the status quo is maintained, it usually does not support or
improve the competitive advantage (Sigalas, Economou, & Georgopoulos, 2013) of
creating avenues for students’ safety during school field trips. Government policies
sometimes change with time, and if the status quo is supported, it may not lead to
organizational progress, which can make the PoP linger in CAHS. Also, maintaining the
status quo is like having a deficit mentality thinking, whereby people remain in their
comfort zones and are unable to reflect on current procedures which they consider more
productive.
Solution 2: Train-the-Trainers (TTTs) Model
Consistent professional training of workers is vital to the success of the school.
Creating an atmosphere where teachers can come together to interact and learn to improve
their compliance with field trip policies and procedures is vital to this OIP. The TTTs model
is a type of pyramidal training process, whereby probable leaders are identified and trained
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(they are referred to as trainers), and who will, in turn, train other staff in an organization,
i.e., the trainees (Kuhn, Lerman, & Vorndran, 2003; Suhrheinrich, 2011, 2014). In SBX,
talented and creative leaders are identified and screened for training in diverse sectors.
Such trainers (experts drawn from outside or at school board level), in turn, train others
(e.g., HODs, ACLs) who would then train other staff under their jurisdiction. Researchers
(Ross-Gordon, 2001) have found that trainers who prepare themselves for the
training/mentoring role by participating in the training of trainers-type workshops increase
their potential to enhance the professional growth and development of classroom teachers,
and increase learning outcomes for students as well. Trainers in this model provide
effective feedback for trainees to sustain an operational training practice, which is an
important component of sustaining established routines after the initial training. The TTTs
model will help CAHS embed training, curriculum, and processes throughout the
workforce by training an internal team of personnel that will serve as certified facilitators,
who will advocate and champion the training (Newell, 2016). It is my intent to use this
model with the approval of the principal in CAHS to train trainers who will train other key
stakeholders on how to effectively comply with and apply school excursion policies and
procedures. All staff will be trained on an ongoing basis until they reach the desired
criterion that complies with the policies and guidelines for implementing safe school field
trips.
Resources needed. These cut across a wide range of areas, from training personnel,
equipment, and learning space, to teaching and learning materials. SBX usually makes use
of the available resources at the board’s training and resource centres or some identified
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schools; this helps to conserve the funds required for such training. Below are some of the
resources needed to effect the change in CAHS.
Financial resources. Funds required to pay the experts that will train the trainers do not
constitute a problem, because the school board will take care of such ventures. However,
identified staff need to be released for the training, which creates the need to provide
substitute teachers to cover the scheduled classes of that staff for the period of training.
The funds needed to pay the substitute teachers come from a specialized training fund from
the annual school budgetary allocation. It is, therefore, important for change leaders to
consider the internal financial resources available for such staff training to support the
change process.
Time resources. Accomplishing the TTTs model requires time for planning, executing,
and securing the release of the trainees for the training. The release time of staff is ensured
by getting substitute staff to undertake their tasks. Also, the TTTs can take place during the
officially scheduled professional development days which serve as non-attendance days
for students. It is the responsibility of the principal to consider the need for the training
versus the time resources needed to implement the training before granting approval.
Human resources. These are the people needed to get the work done. This model is
completely reliant on the leadership team and staff involvement (Bolman & Deal, 2017).
The first-tier trainers are facilitators with expertise, knowledge, and skills within
specialized areas of learning. Some of these are readily available as employees of the
school board, while others may be sought from the body of professionals in the education
market. The training often takes place within the school board facilities, using board
equipment/materials, thus making it affordable and cost-effective for the school board to

64

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

uphold. The individual school leaders (e.g., HODs, ACLs) are readily available as human
resources and they do not impose additional employment requirements on the school board.
Technological resources. In implementing the TTTs model, the technological resources
needed, such as audio-visual equipment and materials, information technology applications
and multimedia packages are already on hand at the various identified training venues.
Leaders will use the available technology to access information, inculcate, integrate
learning, and collaborate to make presentation materials for the trainees. This factor also
helps to make this model cost-effective. Also, the training sessions could feature the use of
obsolete equipment, or take a monotonous trend which could create apathy in stakeholders.
Therefore, in planning the use of a TTTs model, proper planning, the use of modern
technology, varied training structure and venue will help to ameliorate these seemingly
disadvantages.
Benefits and Drawbacks. The model is effective and economical in conserving time and
resources; for example, an expert successfully delivers, facilitates, and measures the
training initiative being invested in, allowing continual training of more staff. The model
instills a culture of accountability at all leadership levels committed to investing the time
and resources into the training, which is aimed at developing staff with enhanced
responsibility and accountability regarding CAHS field trips. This added layer of
accountability can help to generate and ensure collaborative training initiatives among the
stakeholders. It is cost-effective, sustainable, and offers flexibility in the delivery process.
Thus, the model will help to generate a ripple effect in CAHS, whereby everyone gets
trained or retrained toward improving key stakeholders' enhanced compliance with
excursion policies and procedures in CAHS.
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There is hardly any good venture without constraints; well-structured and
implemented Train the Trainer programs do not present disadvantages. However, when
many trainings are done in-house, there is a probability that the trainees might not regard
the training sessions for their worth.
Solution 3: Professional Learning Communities (PLCs)
Professional Learning Communities (PLCs) are part of the collaborative learning
cultures identified by MOE as one of the avenues for developing leadership capacities in
professional development. Professional learning is fundamental in the teaching profession,
and it is used to inspire teachers’ professional views, knowledge, and to inform practice.
As lifelong learners, educators who are concerned with students’ accomplishments always
want to keep up with the educational developments and school initiatives through
professional learning (Birman, Desimone, Porter, & Garet, 2000; Fullan, 2014). Teaching
can sometimes slant one to unanticipated isolation due to the busyness of attending to
expanding responsibilities. However, PLCs have created new opportunities for educators
to engage in team-based approaches in sharing their expertise to best involve and support
learning in an inclusive, equitable, and safe manner that will promote their overall wellbeing.
MOE (2013 – 2014a) defined PLCs as “working smarter together, rather than
harder alone …. which represents a critical part of the principle of moral purpose, revolves
around learning from, with, and on behalf of, one another” (p. 11). Focusing on a PLC is a
possible solution that can help advance and push the OIP in CAHS. Presently in CAHS,
PLCs are organized as a whole-day event; it takes place once a month, and it is a nonattendance school day for students. It is usually led by the school leaders, school board

66

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

staff, and invited professionals from other agencies. PLCs’ trademark is supposed to be
more about collective networks; however, MOE (2014 – 2014a), postulates that it makes
“educators run the risk of simply describing what they are currently doing as a PLC,
without realizing that they are not going deep enough” (p. 3) to help students succeed. This
expressed possibility of a lapse in PLCs manifests in the current manner by which PLCs
are run in CAHS, as it focuses only on collaboration of teaching ideologies and strategies.
As a change leader, I intend to elevate PLCs in CAHS to be focused on ensuring
that key stakeholders learn to value and apply excursion policies and procedures during
school field trips for the students' safety and well-being to show that PLCs by their nature
will inspire teachers to view field trips as an important curricular activity. The PLCs will
be valuable for reflecting on current compliance (or non-compliance) procedures with a
view to implementing more effective ones that others might be using. For example, through
the discussion of the need for students’ safety even on low-risk field trips, effective ways
to comply with safety protocols can be developed. Thus, stakeholders in CAHS will be
encouraged to be part of all PLCs that help promote growth in the learning community and
increase students’ success and safety. The proposed solution can help provide a road map
for educators to “develop a shared language and a shared set of experiences relating to their
endeavors” (Robinson, Hohepa & Lloyd, 2009, p. 120).
Resources needed: The resources needed are discussed below:
Financial resources. Minimal or no funding is required. Most of the time, PLCs facilitators
are employees of the school board, professional volunteers, community agencies, or
partners who freely facilitate PLCs at no extra cost. This makes the use of PLCs feasible
as a tool for the anticipated change.
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Time resources: Time is required for stakeholders to engage in PLCs in CAHS. Although
every school day is fully scheduled with duties to engage staff, most regular schools, in
recognition of the importance of PLCs, operate a specialized weekly/bi-weekly schedule
of PLCs, whereby one school day (usually Wednesday/Thursday) is rescheduled to
accommodate PLCs for staff. The first hour of the chosen day is dedicated to PLCs, while
other class periods are rescheduled for 1 hour (60 minutes) instead of the regular 75 minutes
required for each class period. CAHS will benefit from such rescheduling of the school
day, which emulates other schools’ schedules. Such time has to be carved out from the
school’s daily schedule without hampering the teaching and learning processes; thus, it is
important that the school administrators deliberate with the leaders in CAHS to develop
the possibilities for embedding the PLCs into the school schedule.
Human resources. The human resources needed to facilitate PLCs are comprised of
mainly the stakeholders. School leaders with expertise in specialized areas, coaches from
the school board, seasoned administrators, CYCs, CYWs, social workers from government
agencies, and other notable professionals/partners of interest are often used as facilitators.
They are readily available and can be called upon at short notice.
Technological resources. These are the resources needed to facilitate PLCs to enhance
communication among staff in CAHS. These resources will be used by leaders and staff to
collaboratively access information, share ideas, and present materials to enable the staff to
learn from one another. It is important to note that through “professional dialogue and
broader learning communities made possible by new technologies, educators across
Ontario continue to mobilize knowledge and build on innovative practices to improve
learning and teaching for all” (MOE, 2013a, p. 58). The existing technologies such as
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audio-visual equipment, and Google docs are used to communicate and share documents
within staff of CAHS making it viable and budget-friendly for school operations.
Benefits and Drawbacks. PLCs foster collaboration among stakeholders and create new
pathways through practical opportunities, ongoing communication, networking to
strengthen the school community (Dajani 2014; Herold, Fedor, Caldwell, & Liu, 2008;
IEL, 2013) and key stakeholders’ development in CAHS. Building successful PLCs
collaboratively “requires that partners at all levels of the education system create the
conditions that engage all students in the best possible opportunities to learn and to
maximize their potential. This is a matter of equity and social justice” (MOE, 2013a, p.
58). Thus, teachers’ compliance with safety protocols increases the likelihood that students
with a range of emotional and behavioral issues can participate successfully in the
experiential learning offered by field trips. In addition to academic exploration and
enhancement, other issues influencing students’ safety, and inclusiveness can be
deliberated upon, as well as solutions proffered to overcome them. PLCs, when properly
structured, can help build confidence, trust, integrity, competence, and acceptance among
the stakeholders in CAHS to improve students’ safety (Kohm & Nance, 2009). It is also an
avenue for fostering enhanced teamwork and internal capacity within the school.
As a drawback, some stakeholders in CAHS perceive PLCs as a waste of time, and
DuFour (2004) added that “despite compelling evidence indicating that working
collaboratively represents best practice, teachers in many schools continue to work in
isolation … [teachers should] consciously look for successful practice and attempt to
replicate it in their own practices” (p. 3, 5). The general notion of CAHS staff is that PLCs’
are a source for teaching materials and strategies, but when applied correctly, they can
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provide an enhanced environment for student learning and help increase the use of effective
protocols for students’ safety when students go out for excursions.
The Three Possible Solutions
Field trips are vital elements required to optimize students’ learning in an
experiential manner; therefore, factors that can ensure equitable, diverse, and safe
implementation of field trips require a collaborative approach and should be part of the
essential areas of focus in TTTs, PLCs and in maintaining the status quo. Table 2.2
summarizes the three possible solutions to address the PoP.
Table 2.2.
Summary of the Three Possible Solutions to Address the PoP
Resource Needed
Maintain the Status Quo
Time
Human
Resources

N/A
N/A

Financial Resources

N/A

Technological
Resources
Benefits

Drawbacks

Solution
Train-the Trainers (TTTs)

Professional Learning Communities (PLCs)
Twice a month.
All key stakeholders.

N/A

Twice in a semester.
- Internal and External
professional experts (trainers).
- One (identified) trained leader.
- All staff to be trained.
Minimal fund (for external
persons only) to train the
trainers.
School-based technologies.

Preserve/retain old rules
and routines.

Economical, a trainer trains
other.

Foster collaboration, build confidence, and
acceptance among key stakeholders.

Cannot validate capacity
to innovate and to
manage change.

Can create staleness when all
trainings are done on an inhouse basis.

Could be duplicating training efforts.

Nil or minimal funding is required.

School-based technologies.

Recommended Solutions
Researchers are of the notion that “to be successful in a changing an increasingly
complex world, it is suggested that the school communities need to work and learn together
to take charge of change, finding the best ways to enhance young people’s learning” (Stoll,
Bolman, McMahon, Wallace, & Thomas, 2006, p. 222). In seeking possibilities for
improved implementation of safety protocols around field trips in CAHS, a combination
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of TTTs and PLCs will be adopted. Both solutions were chosen because while the TTTs
provide information on what is expected, the reflective nature of the PLC will provide
opportunities to consider how to meet those expectations effectively, by considering the
efficacy of both staff mindsets and accepted practices. Also, the establishment of PLCs and
TTTs for staff to learn from one another will help create teams to undertake the mission of
inspiring and advancing students’ safety on field trips. These chosen solutions will
encourage inclusion and transformation of all staff to share expertise and viewpoints that
can be incorporated into a combined vision which underpins the OIP. Fullan (2001)
elucidates that “unless the right things are being focused on, collaborative relationships
may end up being powerfully wrong” (p. 67). Therefore, the key stakeholders’ personal
priorities, philosophies, traditions, and commitments will have to align with those of the
school’s field trip goals, which revolve around providing inclusive, equitable, and safe field
trip experiences to promote students’ learning. Furthermore, the application of these
solutions will enable stakeholders to have the opportunity to share and discuss related
concerns about how to best implement excursion policies and procedures for optimized
learning.
In summary, three possible solutions were proposed and discussed, and a
combination of two possible solutions was proffered. The chosen solutions will be
progressively applied, but once they are established, they can help to quickly push the
change process to shape key stakeholders’ effectiveness and improve students’ safe
learning environment on field trips. The leadership ethics and organizational change will
be addressed in the following section and will be used to inform the change process in
CAHS specific context.
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Leadership Ethics and Organizational Change
This section explores leadership ethics and organizational change as they apply to
the change process. The Ontario College of Teachers (OCT) highlights the ethical
principles for the teaching profession, which represent “a commitment to students and their
learning … to promote public trust and confidence in the teaching profession” (2020, para.
2). The ethical principles for teaching are the basis upon which key stakeholders in CAHS
and leaders in particular should be facilitating a suitable implementation of inclusive and
safe students’ field trips.
The relationship between ethics and transformational leadership is critical, as ethics
are vital to leadership, and leadership without credibility can be dangerous (Northouse,
2019) to CAHS. Ethical leaders are those who are trustworthy, amiable, and unbiased,
while showing that they care about their followers (Liu, 2017). Ethical leadership is an
active tradition ingrained with the honest determination of communicating the importance
of ethics and ethical conduct to followers at all times (Brown & Trevino, 2006; Ehrich,
Harris, Klenoski, Smeed, & Spina, 2015). Therefore, ethical training in CAHS should be
extended from the principal to all the stakeholders in the school community to ensure a
credible implementation of safe field trips.
Ethics, which are identical to values, play a major role in a school’s decision-making
(Bown, Bessestte, & Chan, 2006; Bown, 2016; Ehrich et al., 2015). For example, the
principal and leaders who will be part of the proposed TTTs and PLCs in CAHS should
model moral values to stakeholders in the implementation of CAHS field trips that ensure
the safety of students. Therefore, I as the change leader of this OIP, in collaboration with
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CAHS leaders must have the “ethical responsibilities to treat followers with dignity and
respect - as human beings with unique identities” (Northouse, 2019, p. 342).
Ethics, as they relate to my OIP specific context, is defined as “the code of values
and moral principles that guides individual or group behaviour with respect to what is right
or wrong.” (Mihelic, Lipicuik, & Tekavcic, 2010, p. 32). The necessity for “ethical
leadership is characterized by moral, ethical, and professional dimensions that are likely to
produce improvements in students’ learning and contribute to the life chances of all
students” (Ehrich et al., 2015, p. 197). This is essential to ensure that key stakeholders
apply excursion policies and procedures in a fair and inclusive way when students embark
on school field trips. It is, therefore, the responsibility of the change leaders to ensure that
the ethic of care, the ethic of justice, and the ethic of critique are well represented within
CAHS. These three ethics complement one another and should be central to all aspects of
the development and the implementation of the change process in CAHS.
Principles of Ethical Leadership
The principles of ethical leadership for the teaching profession incorporate moral and
professional standards as commitments to students’ success in all learning environments.
Principles of ethical leadership to be discussed below are, respect others, serve others, show
justice, manifest honesty, and build community.
Respect others. The ethics of respect, as proposed by Northouse (2019), are
fundamental in the change process in CAHS; respecting and accepting the key
stakeholders’ beliefs and choices are some of the principles of ethical leadership. As a
change leader in CAHS, I bear the major responsibility of working with other key
stakeholders to create a safe learning environment where students are “treated fairly,
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equitably, and with dignity and respect” (MOE, 2010a, p. 4) during school field trips. The
OCT (2020) posits that ethical leaders and key stakeholders should “honour human dignity,
emotional wellness, and cognitive development” (para. 3) of students when they embark
on field trips. When students feel honoured, they will feel safe when they go on field trips.
In order to respect others, the school system can develop “policies, practices, and
environments that respect and support inclusion, meaningful participation, and a sense of
belonging for all children” (MOE, 2014b, p. 27). Moreover, change leaders should create
a learning environment where students feel safe, welcomed, respected, and treated fairly to
make them reach their highest potential (Shapiro & Gross, 2013).
Serve others. This principle of ethical leadership establishes services to others; it
includes “compassion, acceptance, interest, and insight for developing students’ potentials”
(OCT, 2020, para. 3). Serving others is caring for others, which is the foundation of school
improvement (Shapiro, & Gross, 2013), and caring is synonymous with serving others;
thus, students need to be cared for and served by the leaders and educators for them to
succeed. In addition, Northouse (2019) compares serving others in education to health
professionals, where “ethical leaders have a responsibility to attend to others, be of service
to them, and make decisions pertaining to them that are beneficial and not harmful to their
welfare” (p. 347). Serving others as a leader is a “primary building block of moral
leadership” (Northouse 2019, p. 348), thus, change leaders need to be affirmatively present
“in the context of the common commitment of the community to work together to promote
a quality learning environment” (Starratt, 2004, p. 62). As a change leader, I will serve my
colleagues by facilitating these discussions, and gathering information as needed.
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To serve students is to make them feel safe during school field trips; hence, change
leaders that foster the growth of CAHS through the lens of social justice principles and
inclusive leadership are needed to build and provide avenues where all stakeholders will
have equal voices to express concern about excursion policies and procedures without
reprisal while making the necessary connection with one another for students’ safety to be
realised during field trips (Northouse, 2019).
Show justice. Another principle of ethical leadership suggested by Northouse (2019)
is that leaders should show justice while carrying out their leadership duties. The ethic of
justice deals with “laws, rights, and policies, and is a part of the liberal democratic
tradition” (Shapiro & Gross, 2013, p. 22). Such leaders do not partake in favouritism and
bias, such as a principal approving field trip request of teachers with more field trip
experiences over those with fewer years of experience. Therefore, it is vital for leaders to
reflect on current policies and practices that will help in uncovering injustice or barriers
that may be rooted in the social system or structure of CAHS during school field trips. As
a change leader, my ethic of justice should be “concerned with fair and equitable treatment
of people” (Ehrich et al., 2015, p. 200) that “supports a process built on respect, care,
recognition, and empathy” (Theoharis, 2007, p. 223).
Manifest honesty. The principles of ethical leadership are rooted in “honesty,
reliability, and moral action” (OCT, 2020, para 3). According to Northouse (2019), “being
honest is not just about telling the truth; it has to do with being open with others and
representing reality as fully and completely as possible” (p. 351). For instance, if there are
any safety issues experienced when on excursion, teachers should be comfortable enough
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to share such with other staff during meetings to prevent others from making the same
mistakes.
In placing ethics at the forefront of this OIP, leaders in CAHS need to be trustworthy,
because trust “generates commitment. Commitment ensures effort that is cooperative,
innovative, and strategically directed and is essential for success” (Hosmer, 2007, p. 1).
Being transparent is key to ethical leadership, as it assists in building mutual relations
among the staff in CAHS, and helps to cultivate support from stakeholders.
Also, “for schools to realize the kind of positive transformation envisioned by school
reform efforts, attention must be paid to issues of trust” (Tschannen-Moran, 2004, p. 41).
Trust is the bedrock of leadership, which is vital for CAHS aspirations. Thus, TschannenMoran (2004) stated that “trust is a significant factor in successful schools … [such
schools] are likely to benefit from members of the school community, willingly working
together and going beyond the minimum requirements of their positions” (p. 51). Trust
among all stakeholders should be nurtured through sincere communication to sustain their
commitment, collaboration and genuine relationship; this can be achieved through PLCs
and TTTs in CAHS. Trust also as MOE, (2013 – 2014a) posits “is required for the
development of effective collaborative learning cultures, and a factor that must be
considered” (p. 4) where change is needed.
Build community. The last principle of ethical leadership revolves around building
a mutual community among members of an organization. Furman (2004) claims that “the
ethic of community is a vehicle that can synthesize much of the current work on leadership
practices related to social justice and other moral purposes of educational leadership” (p.
1). Working together is the key to success; therefore, as the change leader endorsed by the
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administration, I will need to share the responsibilities involved in the change process by
involving others and uncovering their hidden talents to help move the change to reality
(Starratt, 2017). Also, giving key stakeholders the opportunity to be part of the change can
enable them to have a better sense of efficiency, accountability, and power towards CAHS
progress.
Ethical Commitments of Leaders
The actions of leaders, not policies or procedures, are predominantly the drivers of
organizational ethics. An ethical leadership approach shows a close relationship to
transformational leadership (Hoch, Bommer, Dulebohn, & Wu, 2016), which is among the
leadership approaches chosen to lead this OIP. Ethical leaders who “serve as a guide and
offer support can also make a difference by reducing uncertainty” (Metwally, RuizPalomino, Metwally, & Gartzia, 2019, p. 1) in the change process. Moreover, “ethical
leaders think about long-term consequences, drawbacks, and benefits of their decisions”
(Mihelic et al., 2010, p. 33) to improve student success (Ehrich et al., 2015). Such leaders
support principles such as inclusion, cooperation, integrity, and fairness when working
with students, especially those who are “marginalized” by the school system, such as the
students in CAHS. Leaders in CAHS who are proficient should model the ethics they would
like to see reflected in their daily duties to support an ethical school environment. However,
such leaders’ visions for change must align with the organizational vision and practices to
produce the desired school improvement. For example, the vision of enhanced compliance
with safety protocols aligns with the school’s mission to safely support students for them
to be able to learn in a wider range of environments, including excursions outside school.
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Ethical Consideration and Challenges
Ethical consideration and challenges can be daunting, as leaders can be stressed
when proposing a change in an organization (Northouse, 2019). OCT (2013) posits that
“safety ethics for students is a shared responsibility and that members are responsible for
ensuring safe learning environments for their students” (OCT, 2013, p.1). Learning sites as
clarified by the college are “places of learning in and outside the school in which members
are responsible for the safety and well-being of students. This includes, but is not limited
to, classrooms, school buses, … and field trip locations” (OCT, 2013, p. 1).
Ethics violations by school staff may include but are not limited to boundary
violations, and unprofessional or careless behaviour/conduct (use of inappropriate
language, inadequate supervision, misrepresentation/falsification etc.). The consequences
for violations are varied and are dependent on the gravity placed on such violations ranging
from reprimand, suspension, revocation of teaching license, or more severely, lawsuits if
critical or fatal outcomes are evident in the violation. The code of ethics is better followed
than violated; it is important that change leaders ascertain the ethical conduct that optimizes
students' safety, inclusiveness, and equity practices on field trips and thereby structure a
change that is right for CAHS. However, the decision on how to go about it will rest with
the administration. Bruch & Gerber (2005) stressed that ethical decisions “really need to
be resolved at the beginning of the process in a clear, conclusive manner by addressing
certain key questions” (p. 99), as shown in Table 2.3 below.
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Table 2.3.
Key Decisions and Questions for Making Strategic Change Decisions (Bruch, & Gerber,
2005)
Key decisions
The leadership decision: “What would be right?”

The management decision: “How do we do it
right?”

Key questions
• What change is right for our situation?
• What is the central focus?
• What can we credibly execute?
• What is right for our culture and energetic situation?
• How do we gain acceptance?
• How can we get the company focused on the change process?
• How do we find the right people to make it happen?
• How can we generate momentum and make the change sustainable?

From Table 2.3 above, one of the key questions, “what would be right?”, opens the way to
provoke ethical thoughts. The administration’s decision centers on the key question, “how
do we do it right?”.
Chapter 2 Conclusion
In conclusion, Chapter 2 developed a leadership framework for understanding the
change. The leadership approaches to change were centered on transformational and
inclusive leadership with social justice principles to address the PoP within this OIP. The
PESTE factors and Nadler and Tushman (1989) Models were used to critically analyze
what needs to be changed in CAHS. Three possible solutions were identified to address the
anticipated changes, and a combination of the TTTs model and PLCs was selected. To
ensure that ethical approaches are undertaken, it is emphasized that the three ethics: ethic
of care, ethic of justice, and ethic of critique, should be central to all aspects of the change
process in CAHS. The chapter ends with a section on ethical considerations along with the
principles of ethical leadership. The next chapter will focus on the implementation,
evaluation, and communication of the change process using the Plan-do-study-act (PDSA)
cycle (Donnelly and Kirk, 2015) and the Change Path Model (Cawsey et al., 2016).
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Chapter 3: Implementation, Communication and Evaluation
This chapter focuses on implementing, communicating and monitoring the
organizational change process. It defines a process to articulate the approaches utilized
for monitoring and evaluating the change process, while offering a communication plan
that provides stakeholders with the reasons for change. In implementing the chosen
solutions, the Change Path Model and the PDSA cycle as stated in Chapter 2 are used
to improve CAHS. This chapter concludes with some suggestions for the next steps and
future consideration for continued exploration.
Change Implementation Plan
The change implementation plan is designed as a roadmap to develop a sequence
of actions to address the PoP. It is intended to support the role of leadership in improving
stakeholders’ compliance with school excursion policies and procedures used during
field trips. The change plan is framed around the recommended solutions, which
involves the use of TTTs, and PLCs as noted in Chapter 2. The significant goals of this
OIP are to acknowledge and encourage key stakeholders’ reaction to the proposed
change; and to promote a strong school culture of ensuring students’ safety among the
key stakeholders. Within the framework of this OIP, significant components are
examined that include the goals with their relevant priorities required to help achieve
the implementation plan. These are examined under the different stages of the Change
Path Model (Cawsey et al., 2016), a practical framework, and the PDSA cycle, which is
a cyclical process with no endpoint that allows for a controlled approach to quick testing
on a small scale. The models, which are a conceptual framework, are used to “combine
process and prescription” (Cawsey et al., 2016, p. 53) to aid change leaders in the change
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process (see Table 3.1). The Change Path Model and the PDSA cycle will provide an
organized pathway for leading the change. These different stages in both models are
correspondingly used in combination to affect the implementation plan. Table 3.1 below
lists the components of the change plan within the stages of the model and the goals of
this OIP.
Table 3.1.
Change Implementation Plan Using the Stages of the Change Path Model (Cawsey et
al., 2016) and the PDSA Cycle (Donnelly and Kirk, 2015)
Goals

Goal #1: To
Acknowledge
and Encourage
Key
Stakeholders
Reaction to the
Proposed
Change.

Goal #2: To
Promote a
Strong School
by Ensuring
Students’
safety Among
Key
Stakeholders.

Priorities

Identify and generate
awareness of the need
for change.

. Connect with
dedicated leaders.
. Identify stakeholders’
responsibilities.
. Open communication
network.
. Leverage on diverse
experts.
. Assist in the
acquisition of
knowledge.
. Use suitable tools to
build force for change
to be actualized.
. Celebrate small and
big success.
. Reflect on past
experiences.
. Track and measure
change.
. Organize new
systems.

Strategies Used
The Change Path Model and the PDSA
Cycle
Awakening/Plan Stage
. Identify the need for change.
. Articulate the gap between present
and future state.
. Articulate and share the vision
through information sharing session.
Mobilization/Do Stage
. Use stakeholders gap analysis
through systematic approach.
. Contact trainer for training.
. Provide knowledge and skills to all key
stakeholders.
. Equitably prepare stakeholders
to appreciate all students.
Acceleration/Study Stage
. Design actions to mobilize
stakeholders from existing practice
to the anticipated change.
. Encourage and implement
collaborative practices of TTTs and
PLCs.
. Ensure sessions are ongoing.
Institutionalization/Act Stage
. Measure progress to check if the
stakeholders are implanting the
policies as prescribed.
. Use measures to make the change stick.
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Timeline

Participants
/Facilitators

Short-Term
June 2021,
September to
October 2021.

Change
Initiator/the
change leaders.
(ACL/HODs)

Medium
Term:
November
2021 to
January 2022.

Change
Facilitators
(principal, viceprincipal, HODs,
ACL, support
staff, TTTs, PLCs
and trainers).

Long-Term:
February to
June 2022.

Change
Implementers
(teachers)

Long Term:
September
2022 to June
2023.

Change
Recipients
(teachers,
support staff
and students).
Change
Initiator
(ACL).
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Short-Term, Medium-Term, and Long-Term Goals
CAHS short-term, medium-term and long-term goals are enumerated in Table 3.2.
Table 3.2.
Short-term, Medium-term and Long-term Goals
Short-Term Goals
Action
Define and explain why change
is needed.

•

Review the school excursion
policies and procedures.

•
•

Develop personal connections
with colleagues.

•
•
•

Implement and sustain TTTs
and PLCs.

Action
Implement and sustain TTTs
and PLCs.

Improve TTTs and PLCs
practices within the school.

Action
Continuous communication.

•
•
•
•
•
•
•
•
•
•

•
•
•

Goals
Inform the principal and stakeholders why the change is
needed
Review the field trips policies used over the years.
Break down policies and procedures from the ministry’s
policies.
Ongoing TTTs and PLCs sessions.
Lead implementation of field trip policies and
procedures-oriented training and learning sessions.
Have personal conversations with the key stakeholders’
best practices to implement policies and procedures during
school field trips.

When
June and
September,
2021.
Completed
September
2021.
October 2021.

Implement TTTs and PLCs.
Lead in some of the training sessions.
Ongoing TTTs and PLCs.
Medium-Term Goals
Goals
Ongoing support for TTTs and PLCs.
Seek feedback for modification/improvement.
Lead in some of the training sessions.
Revamp resources on the school’s website for teachers.

November 2021 –
December 2021.

Contact all HODs to discuss diverse practices.
Monitor ongoing practices.
Collect data on staff practices from each department.
Long-Term Goals
Goals
Acknowledge stakeholders’ feedback to the proposed change.
Resolve concerns collaboratively.
Promote a strong school cultural competence among key
stakeholders.

December 2021 –
April 2022.

When
December 2021 –
April 2022.

When
Ongoing
throughout
the change
process 20212023.

The short-term goals define why change is needed by affirming where we are,
where we need to be and what we are trying to accomplish in compliance with excursion
policies and procedures. As the change initiator, I will communicate the goals in June
2021 to the school principal, and in September 2021, all key stakeholders will be notified
of the anticipated change during school meetings. A PLC meeting will be organized by
me with the approval of the principal to review the school’s excursion policies and
procedures with the key stakeholders while the other change leaders and I will develop
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personal connections with key stakeholders in October of 2021. When the short-term
goals have been successfully accomplished between October and December of 2021, we
will proceed to the medium-term goals. The period between December 2021 and April
2022 will be used to apply and sustain the TTTs and PLCs, which are practices that
recognize the perspectives and experiences of all the stakeholders during professional
development sessions (MOE, 2012). The long-term goals will acknowledge the key
stakeholders’ feedback and address their concerns with the proposed change. Between
2021 and 2023, the change leaders will encourage ongoing communication, with a wellapplied collaborative planning process to build key stakeholders’ rapports, support buyin, and a change that will make students feel inclusive and safe when they embark on
field trips.
The Awakening/Plan Stage
The Awakening stage of the Change Path Model aligns with the Plan stage of
the PDSA cycle. In this stage, change is focused on the identification of organizational
improvement goals in which the expected results are clearly detailed, and duties are
assigned. This is where the change leaders set progressive goals while predicting what
will happen. At this stage, as the change leader of this OIP, I will articulate why the
change is needed and explain the vision for the change to the targeted key stakeholders
(the principal, vice-principal and the heads of the various departments). Moreover,
effective planning of the change is necessary, especially when assigning what each key
stakeholder will do, and why they need to do specific tasks at specific times (Donnelly
& Kirk, 2015).
This is the time to consult and collaborate with key stakeholders for their support
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because when they work collectively, CAHS will be “at an advantage” (OCT, 2020, p.
11) in making students safe during school field trips. Planning staff-specific functions,
position and strength through teamwork is crucial to safe field trips. During this stage,
as the change leader, I will consult with the principal for approval to lead this OIP. The
change leaders will establish a clear set of objectives for each task, which makes it easier
for stakeholders to awaken to the change that is needed. Having a purposeful plan will
enable the change leaders to allocate duties based on who does what, who does what
well, who need development and in what area to help build team capacity. However, the
teachers and CYWs need to do specific tasks to avoid confusing and neglecting some
tasks. To be sure workload is equitable, delegating duties and utilizing all team
members’ talent to the fullest advantage is advisable. Change leaders should understand
the strengths of the school team members and use that to delegate duties fairly.
Establishing a clear set of objectives for each task, makes it easier for stakeholders to
carry out their duties.
The goals and priorities for the change during this stage will be embarked on
between September and October of 2021. Therefore, the need for change as a priority
will be clearly stated and disseminated to the principal by me, and to the key
stakeholders in the school. The priority at this stage is to identify and generate awareness
of the need for change to close the gap between the existing and the expected practice.
This is the stage where some key stakeholders will resist change. While resisting change
is natural, I will as a transformational and inclusive leader use this opportunity to
encourage collaboration and feedback from all stakeholders; the results will be used to
assist them to work through the change process. Within the context of this OIP,
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resistance will be defined as a “form of feedback, often provided by people who might
even know more about day-to-day operations than you do. It can be turned into a vibrant
conversation that gives your change effort a higher” (Ford & Ford, 2009, p. 100) profile.
Some stakeholders may resist change because of the extra work involved in the change
process and some may prefer to maintain the status quo, while others can resist change
for reasons listed in Table 3.3.
Table 3.3
Causes of Negative Reactions to Change. Adapted from Cawsey et al. (2016, p. 226)
•
•
•
•
•
•
•
•
•

Negative consequences appear to overweigh the benefits.
The communication process is flawed, leading to confusion and doubt.
There is concern that the change has been ill conceived, insufficiently tested, or may have adverse
consequences that are not anticipated.
The recipients lack experience with change and its implications or have habituated approaches that they rely
upon and remain committed to.
The recipients have had prior negative experiences with a similar change.
The recipients have had prior negative experiences with those advocating the change.
The negative reactions of peers, subordinates, and/or supervisors whom you trust and respect and with whom
you will have to work with in the future influence your view.
The change process is seen to be lacking procedural justice, and/or distributive justice and breaching the
recipient’s sense of their employment contract.
The recipients fear that they don’t have the necessary skills and competencies to perform well.

At this point, efficient change leaders in CAHS “can learn and hear from their
critics … [which] can lead to better results” (Ford & Ford, 2009, p. 99, 100). Resistance
to change is a powerful tool that can help leaders during the change process to seek,
examine, and understand stakeholders’ opinions for supporting or opposing the change.
For example, to recognize the key stakeholders’ reactions to change and promote a
strong school to ensure students’ safety during this stage, I will as an inclusive leader
develop and deliver clear visions for change with everyone and also encourage open
communication, good rapport and efficacy among all staff during the change process.
This is necessary to clarify confusing issues in CAHS, specifically on how excursion
policies and procedures should be applied as prescribed by the SBX. Moreover,
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communicating the PoP clearly to the stakeholders is advisable to help establish the
reason for the change and to address any negative opinions, thus making everyone more
likely to accept the change with mutual support for the change (Gaubatz & Ensminger,
2017).
Furthermore, at this stage, stakeholders will be awakened to the fact that they
“can’t make a difference without doing things differently … You have to act and behave
differently to have things change. Hope is not an action” (Cawsey et al., 2016, p. 284).
PLCs will also be encouraged among the staff to create a safe school environment,
particularly on school field trips which is a prerequisite for productive learning for all
students (Diaz-Vicario & Sallan, 2017). Similarly, care will be taken by the CAHS
change leaders not to analyze the school as if it exists by itself, as the key stakeholders
(principal, vice-principal, and HODs) are inclusive of the people who make up the
school. Therefore, TTTs and PLCs will be encouraged for all stakeholders’ learning
because it is a forum for brainstorming on the needed actions for the change process.
Also, to adjust change plans and accommodate the concerns from key
stakeholders, the results from past data on field trip policies and procedures from
internal sources will be presented and addressed to identify the gaps that exist between
the current situation and the anticipated change to provide a guide for action. From the
school excursion binders that are retained for three years, I will collate data from the
past field trips forms (See Appendix B) within the span of 2017 - 2020. I will verify
whether the school field trip procedures were followed. For example, with the guiding
question on how effective and equitable the policies and procedures regarding students’
safety during field trips in CAHS are as stated in Chapter 1, I will check the list of
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students that went on field trips for the past three-year period (2017 to date), and I will
answer the following questions to gather data:
•

What percentage of students went on field trips each semester? What percentage of
students had to stay behind due to some obstacles such as forms not returned.

•

Did all parents answer all the necessary questions on the forms?

•

Were all the forms signed by the parents?

•

Were all protocols followed during the trips?

•

What was the ratio of staff to students?
Answers to these questions will serve as useful information and indicators of

existing practices and the desired change. Also, formal feedback will be collected
through questionnaires (see Appendix C) during TTTs’ and PLCs’ sessions. These
questionnaires will be collected and analyzed to ascertain the level of stakeholders’
compliance with the stipulated excursion policies and procedures used during school
field trips. Feedback will also be gathered through informal conversations with
stakeholders, some of whom may be willing to give their truthful opinions verbally as
opposed to doing so formally. Check-ins with stakeholders will also be carried out from
time to time to ascertain their opinion about the usefulness of the TTTs’ and PLCs’
sessions to the change process. Such information gathered during this stage will be used
to analyze the current practice of implementing field trips as a basis for future
development.
The Mobilization/Do Stage
The Mobilization stage of the Change Path Model aligns with the Do stage of
the PDSA cycle. This is the second phase of the implementation plan, where the gap
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analysis is collaboratively determined by the key stakeholders and the chief trainers of
the TTTs and PLCs. Leaders will be contacted to develop the necessary training for all
the key stakeholders. During this stage, change leaders in the school will thereafter
assemble and analyze information gathered from the sessions and document them to
inform the change elements. It is a phase where they can adjust and implement the plan
to support the stages of both models. These activities will help me, as the pivotal change
leader of this OIP, gain consensus on the existing gap and use it as a basis to leverage
the input of others while considering how my personal competencies can be enhanced
during the change (Cawsey et al., 2016).
This stage will be implemented from November 2021 to January 2022. It will
involve directing and leveraging change through formal systems of communication. As
a change leader, it is imperative to use this stage to connect with dedicated leaders to
“sway, mobilize, endear, convince, and delegate their mission to the school community
as a whole” (Page & Tesi 2004, p. 443). I will identify stakeholders’ responsibilities and
use them as a basis to open network communication to obtain their diverse perspectives
and issues, to adjust my plans which will be used to achieve the proposed change. A
careful examination of current practices of the stakeholders in CAHS may “demonstrate
that there are underlying issues that need to be dealt with” (Cawsey et al., 2016, p. 57)
to create optimism and support for the desired change to happen. This will enable
me to extract their opinions and evolving reactions to change, which is significant during
the change process (Bolman & Deal, 2017; Kang, 2015).
The Acceleration/Study Stage
The Acceleration stage of the Change Path Model aligns with the Study stage of
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the PDSA cycle. This stage is projected to be implemented between February 2022 and
June 2022; it will entail designing actions to mobilize stakeholders from existing
practice towards the anticipated change. At this stage, I will acknowledge stakeholders’
(change implementers and change recipients’ - teachers, and support staff) concerns to
create “ownership and commitment to the change” (Cawsey et al., 2016, p. 382), and
inspire them to accept the change as a reliable measure to ensure equitable, inclusive
and safe trips in CAHS. To this end, The TTTs and PLCs will be encouraged and
reinforced as an on-going process. The change leaders will make it a priority to assist
in the acquisition of knowledge through the use of experts for the TTTs and the PLCs.
Suitable tools, and practices to build momentum will be used to fast-track and build
forces for the change to be actualized. For stakeholders to commit to the change during
the change process, the change leaders will continue to encourage and celebrate their
efforts, because “change occurs when people in the organization understand, accept, and
act. Through their actions, the new vision or strategy becomes real” (Cawsey et al., 2016,
p. 3), thus, periodically, small and big successes will be reported by the change leaders
and celebrated by all staff members to motivate and encourage all stakeholders in
CAHS.
The Institutionalization/Act Stage
This is the final stage of the Change Path Model which aligns with the Act stage
of the PDSA cycle. This is the time when the change plan is either implemented,
modified, or abandoned (Taylor, McNicholas, Nicolay, Darzi, Bell, & Reed, 2014)
based on the progress report. Therefore, my role as a change leader at this stage is to
ascertain the extent to which the stakeholders are implementing the policies as
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stipulated. This is the time to modify and bring “life to the change and stability to the
transformed organization” (Cawsey et al., 2016, p. 8). This stage will be implemented
between September 2022 and June 2023. Emphasis will be placed on reflecting on
previous experiences, tracking and measuring the recorded change and making
adjustments as needed. Based on observed results, new ideas of how to increase the
return rate of forms and expertise can then be organized for the desired change.
Limitations: Challenges, Scope, Methods, and Priorities
Change in most organizations often comes with challenges and CAHS is no
exception. Some of the inherent limitations that exist during the change process will be
recognized and systematic plans will be reviewed to see how these limitations can be
eliminated. The three limitations that may impact the implementation of this OIP are
discussed below.
The first limitation is the resistance from some key stakeholders to the change.
Demonstrating the importance and the need for change to key stakeholders might be a
major challenge because some of them have become accustomed to the existing field
trip policies and procedures in the past years and they may not be open to change, while
some may have had adverse previous experiences with other changes that did not turn
out as expected as depicted in Table 3.3. To address this challenge, communication plans
that engage, and empower stakeholders will be outlined later in this chapter.
The second limitation is the lack of time to support the training of staff.
Although administrators in the school might support the idea of training staff as it
pertains to the change process, the need to create time to bring in experts from the board
might be a barrier to this plan and using internal staff for TTTs and the PLC sessions
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constantly might appear monotonous to stakeholders. However, making enquires at the
board level for certified consultants can be an option to help with training sessions.
The third limitation envisaged is “the question of where to set the boundaries”
(Cawsey et al., 2016, p. 128). The questions that may be challenging are: Which of the
stakeholders do I focus on? Should I focus on the teachers who are the predominant
implementers of the procedures, or on the administrators who have their own
perceptions about the procedures? What of parents who sometimes do not have the time
to read through forms sent home, not to mention some students who fail to hand over
the field trip forms to their parents? Moreover, setting the boundaries also will bring up
the following questions: “where, if anywhere, do common interests among stakeholders
lie? … Can the vision for change be framed … without diverting its purpose to the point
where it no longer delivers a vision that will excite, inspire, and challenge” (Cawsey et
al., 2016, p. 128) everyone in CAHS. Addressing these limitations and gaining
acceptance from the stakeholders identified can take time; however, thinking ahead of
the limitations that will be encountered can help the change leaders to quickly address
these unforeseen challenges from the onset of the change process.
In summary, the goals, along with their relevant priorities were examined under
the different stages of the Change Path Model and the PDSA cycle, while the possible
limitations during the change process were discussed in detail. Communicating the need
for change and the change process in CAHS will be discussed in the section below.
Plan to Communicate the Need for Change and the Change Process
A plan to communicate the need for change as part of the change process is
crucial. As Kotter (1995) observes, “without credible communication, and a lot of it, the
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hearts and minds of the troops are never captured” (p. 63), which can create problems
within an organization. Effective communication is the key to success during times of
change (Beatty 2015; Daly, Teague & Kitchen, 2003; De Ridder, 2003; Elving, 2015;
Klein, 1996). When a change is first announced, stakeholders often react with surprise
or rejection and most times, people want to maintain the status quo (Cawsey et al., 2016).
Change also does not happen in isolation, and information derived from communication
through collaboration is used to organize, motivate, and inform all stakeholders about
the change plan. Hence, the necessary information is needed by everyone to understand
what is happening and why the change is necessary (Cawsey et al., 2016). My
communication plan will be used to provide direction to support the role of leadership
in improving key stakeholders’ mode of compliance with excursion policies and
procedures used during school field trips to create physical and psychological safety for
our marginalized students in CAHS. For example, change leaders in CAHS can
encourage CYWs to attend additional training on how to cater for our students’ safety
during field trips. A proactive tip sheet for personnel at the field trip venue will be made
available prior to the trip.
Communication plays a crucial role in acknowledging, preparing, and
implementing an effective change plan for transformational success to be attained in an
organization (Beatty, 2015). Communication is a “process by which participants create
and share information with one another in order to reach a mutual understanding”
(Rogers 2003, p. 18). Communication as it relates to my specific OIP is the formal
excursion-related deliberations through TTTs, PLCs and informal discussions among
the stakeholders to promote commitment towards enhancing a safe implementation of
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field trips. The goals of my communication plans are:
(a) To inform key stakeholders about their responsibilities toward the safe
implementation of school field trips through diverse means (TTTs, PLCs,
conferences, school website, e-mails, forms, letters, etc.).
(b) To create a community within CAHS where all stakeholders are involved in making
the changes to achieve greater safety for students, particularly during field trips.
When the two goals of communicating to inform and to create a community
are achieved, they will help to reduce tension and uncertainty, as well as to prevent
or minimize resistance to change, which can enhance the readiness to change
(Elving, 2015) as represented in Figure 3.1 below.
Communicating to
inform

Uncertainty
Readiness for change

Effective Change

Communication aimed at
creating a community

Figure 3.1. Conceptual Model of Communication During Organizational Change.
Adapted from Elving, (2015).
When developing a communication plan during the change process,
transformational and inclusive leaders need to use effective communication around
certain principles. Klein (1996) suggested the following principles of effective
communication during the change process:
•

use multiple messages and media for people to retain the messages.
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•

engage in face-to-face communication, which is more effective and most preferred.

•

communicate through people in power, such as an immediate supervisor or boss to
make the message more effective.

•

use opinion leaders who are individuals of influence among their peers and
communicate tangible information which is better received than intangible
information (Armenikas & Harris, 2009; Torppa & Smith, 2011).
When messages or information are delivered by the principal, vice-principal, or

HODs, such messages are taken seriously because most staff members are aware that
this is a call for accountability and organizational improvement. The formal initial
conversation about the OIP with the principal of the school is vital to initiate and
consequently sustain the TTTs and PLCs; these are the main communication channels
to be used by the change leaders and the internal presenters to help push the change to
its accomplishment. When such change-induced moves are promoted by the principal,
the change process will be more effective and help reduce the resistance to the change
by most stakeholders.
Additionally, there are five change message features that all transformational
leaders can be involved in; they are “discrepancy, efficacy, appropriateness, principal
support, and personal valence” (Armenakis & Harris 2002, p. 170). Discrepancy is
defined as opinions regarding whether there is a need for change; efficacy as opinions
regarding individuals’ self-assurance about success of the change; appropriateness as
individual perceptions about how suitable the change is; principal support as resources
and commitment to realize the change; and personal valence as the individuals’ benefits
from the change (Armenakis & Harris 2002). Also, to convey the five change message

94

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

features, Armenakis and Harris (2002) suggested three communication strategies as
“persuasive communication (direct communication efforts), active participation
(involving people in activities designed to have them learn directly) and managing
internal and external information (making the views of others available)” (p. 171). When
stakeholders are allowed to be part of the conversation, they have the opportunity to
contribute and ask questions, thus, hastening the change process to be realized in a
timely manner.
Knowing that effective communication is key to attaining transformation success,
change leaders need to have a communication plan which includes communication
strategies, the how-to communicate, communication channels and who is responsible by
using the four phases of communicating change (awareness phase, the need for change
phase, all-inclusive phase and the achievement) (Klein, 1996) to align with the Change
Path Model as shown in Table 3.4 below.
Table 3.4.
Phases of Communicating Change (Klein, 1996) With The Change Path Model
Change Path Model/
Phases of
Communicating
Change
Communication
Strategies
The how-to
Communication
Plan

Awakening Stage/
Awareness Phase

Mobilization Stage/The
Need for Change Phase

Acceleration Stage/Allinclusive Phase

Institutionalization
Stage/Achievement
Phase

Persuasive
communication

Persuasive/active
participation.

Active participation

Celebrating the small or
big change success.

Convey the vision of
the change initiative.
Provide a high-level
overview of the
change initiative.

Communication
Channels

TTTs, PLCs, and
informal
conferences.

Who is Responsible

All CAHS change
leaders.

Emphasize the risks
involved in not
implementing the
change.

. Communicate the
benefits of the change
initiatives to all the key
stakeholders.
. Arrange for small group
meetings to address
concerns.
TTTs, PLCs, informal
Presentations through
conferences, school
TTCs, and PLCs, during
website, e-mails, bulletin departmental
boards, newsletters, etc.
meetings
All CAHS change
leaders.
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All CAHS change
leaders

Disseminate the
achievement
through different
channels of
communication.

Through TTTs, PLCs,
informal conferences,
school website, e-mails,
bulletin boards,
newsletters etc.
All change leaders, and
internal presenters.
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Awareness Phase
The Awareness phase of the communication plan aligns with the Awakening
stage of the Change Path Model (Cawsey et al., 2016) which is based on initiating a
sense of urgency to create awareness for the needed change. The communication
objectives in this phase include identifying, clarifying, and establishing the reason for
the urgency of the change to all CAHS stakeholders. At this stage, I, as the change leader
of this OIP, will present the reason for the change to the principal, and, with his approval,
I will then seek the support of some enthusiastic leaders (vice-principal and HODs) to
ensure that they are supportive and willing to be part of the initiative (Beatty, 2015).
Once they support the OIP, I will consult with the principal of the school to allow the
HODs to serve as change leaders to propel the change within their departments, because
messages received from people in power especially messages from immediate
supervisors are most effective (Klein, 1996). Once approved, change leaders will be
informed of their new roles and tasks. I will then convey the vision of the initiative to
other leaders and provide a high-level overview of the change initiative to all
stakeholders in CAHS. Change is needed to alter the key stakeholders’ attitudes and
beliefs as they relate to the potential changes to give them a sense of efficacy,
accountability, and power (Frumos, 2015; Tschannen-Moran, & Woolfolk, 2001).
Creating and providing stakeholders’ awareness for the proposed change is also
necessary because by enlightening and creating the awareness, skepticism will be
reduced. Where there is confusion, change leaders will be readily available to provide
more information regarding concerns, inquiries and grievances that may arise. Accurate
and useful information about the timelines and how the plan will help address the
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problem will be communicated persuasively in a timely manner to the key stakeholders
to help eliminate or minimize negative reactions to the change. Engaging in face-to-face
communication through formal and informal conversations will strengthen
collaboration among key stakeholders and boost their interest in the proposed change.
However, guided instructions by all the change leaders will be provided during
information sessions through TTTs and PLCs training sessions and informal
conferences that take place during lunch time or on the hallways.
Need for Change Phase
The second phase of the communication plan is the Need for Change phase,
which aligns with the Mobilization stage of the Change Path Model. It is the phase where
the level of uncertainty is high, because most stakeholders may not be comfortable with
the proposed change. Therefore, it is necessary for all change leaders to focus more on
communicating relevant information with specific outcomes to stakeholders, rather than
sharing abstract information that is difficult to comprehend (Armenikas & Harris, 2009).
All change leaders should develop coherent communication strategies as a way of
disseminating important information to key stakeholders. Such strategies should include
providing detailed and accurate information to those who are not directly involved with
the change, developing the modalities for getting them engaged, stating specifically their
responsibilities, and clarifying any misinformation circulating about the proposed
change (Beatty, 2015; Klein, 1996). Coherent and persuasive communication can also
help to reduce doubt, uncertainty, and resistance to the change during the change
process, as most stakeholders will have a means of voicing their concerns (Elving 2015;
Mei, Lee, & Al-Hawamdeh, 2004). All change leaders should continuously
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communicate with all stakeholders by using multiple tools such as emails, newsletters,
information sessions, school website, etc. to help them to retain the information about
the anticipated change and avoid communication breakdown or misconstruction of
messages.
All-Inclusive Phase
The All-Inclusive phase aligns with the Acceleration stage aimed at communicating,
engaging, and empowering employees for inclusion-based action. During this phase,
the change leaders will communicate the benefits of the change initiatives to all
stakeholders through departmental meeting. Also, all stakeholders will be encouraged
to be part of the TTTs and the PLCs to “create a shared understanding of different
perspectives and develop the potential to be valuable resources when approached
constructively” (Cawsey et al., 2016, p. 228). Leaders at this phase should empower
and encourage the key stakeholders to actively participate to help execute the vision of
their role of leadership in improving their compliance with the excursion policies and
procedures used during school field trips. This can be achieved through PLCs and
departmental bi-weekly meetings and monthly TTTs sessions, where applicable
information will be shared among all. It is important at this time to clearly communicate
the essence and effect of the change to all stakeholders for them to commit to the practice
of putting knowledge acquired during the training sessions into practice for students’
safety during field trips.
Achievement Phase
This stage which is the Achievement stage aligns with the Institutionalization
stage and it is focused on the monitoring and evaluating the change process. This is the
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time when the entire leadership team including all change leaders, all key stakeholders
and internal presenters will continue to move ahead with the conferences until the
desired change is realized (Armenikas & Harris, 2009). It is also the phase where shortterm, medium-term, and long-term progress, accomplishments, and milestones will be
recognized and celebrated for refining the role of leadership in improving key
stakeholders’ compliance with excursion policies and procedures for students’ safety
during field trips. The tangible evidence of progress can be celebrated during face-toface departmental meetings, and also through a variety of communication channels such
as during TTTs and PLCs, informal conferences, school website, e-mails, bulletin
boards, newsletters etc. Using various avenues to disseminate the progress made can
help to “increase people’s memory of the message … as the use of several media is more
effective than the use of just one” (Klein, 1996, p. 34). This is the time for change leaders
to communicate the need for the next change cycle with all key stakeholders. Also, the
change experiences garnered during the change process need to be discussed among
key stakeholders, and any pending tasks will be identified and documented for the next
change cycle. It is noteworthy that this stage does not mark the end of future changes,
but the end of the current change in CAHS.
In summary, the plans to communicate the need for change during the change
process were discussed. The communication plan described aligned with the four stages of
the Change Path Model during the change process. Credible communication was
emphasized as an essential tool for transformational success to be attained in CAHS. It was
also discussed in this section that leadership can be extended when most key stakeholders
are included in the change process to help push the change. The importance of monitoring

99

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

and evaluating in the change process in CAHS will be discussed in the section below.
Change Process Monitoring and Evaluation
The change process monitoring and evaluation of the various stages of the OIP
and the tools to use to monitor and evaluate the change process will be discussed in this
session. Markiewicz and Patrick (2016) define monitoring as the “systematic collection
and analysis of programme information … [and] evaluation [as] systematic
determination of the quality and value of a program, with a summative judgement” (p.
12) of attaining the stipulated goals of an organization. Monitoring and evaluation are
fundamental to the change process because “what gets measured affects the direction,
content, and outcomes achieved by a change initiative … [which] can clarify expected
outcomes and enhance accountability” (Cawsey et al., 2016, p. 340). Thus, change
leaders in CAHS need to understand the tools to use to monitor, evaluate and guide the
change process of this OIP since monitoring is a definite, yet corresponding process to
evaluation (Markiewicz and Patrick, 2016).
To support accountability and clarify the expected outcomes of this OIP, suitable
tools will be employed during the change process (Cawsey et al., 2016). The change
leaders in CAHS will use well-planned measurement with valuable tools to monitor and
guide the change while testing the progress and making adjustment along the way during
the change process.
To guide and advance change, Markiewicz and Patrick (2016) stressed the need
to adopt a suitable Monitoring and Evaluation Framework (MEF) that focuses on
“appropriateness, effectiveness, efficiency, impact and sustainability … designed to
provide guidance to the conduct of monitoring and evaluation over the life span of a
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program” (Markiewicz and Patrick 2016, p. 1, 2). In this OIP, the MEF will be used to
guide, access and bring the change to successful completion. The PDSA cycle in
conjunction with the Change Path Model will be used to monitor and assess the
following facets: (i) stakeholders’ reactions towards the change, (ii) stakeholders’
perceptions towards the change and (iii) sustaining TTTs and PLCs among
stakeholders. The monitoring and evaluation tools that will be used are: (a)
questionnaires; (b) surveys; (c) exit cards and (d) anecdotal notes from informal
conversations through conferences that will take place during lunch time, and along the
hallways.
Stakeholders’ Reactions Towards the Change
A shared vision can be achieved by creating collective efficacy through shared
learning to help mitigate stakeholders’ adverse reactions to the change. However,
education, active participation, and support are also methods to mitigate stakeholders’
resistance to change (Kotter and Schlesinger, 2008). Donnelly and Kirk (2015)
described the importance of having an intended need for change which focuses on what
I want to accomplish in order to turn stakeholders’ resistance to commitment.
Monitoring and assessment in CAHS should start at the initiation stage (Cawsey et al.,
2016) and throughout the change process.
In the Awakening/Plan stage, I will use questionnaires, surveys, exit cards and
anecdotal notes to collect information on stakeholders’ reaction to the change and how
well they are aware of the need for change. Change leaders will also acknowledge and
allow stakeholders’ voices to be heard during TTTs’ and PLCs sessions.
In the Mobilization/Do stage, I will use formal and informal evaluations in
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soliciting stakeholders’ views, perceptions, and feedback to reveal inherent challenges
to adjust the plan and guide the advancement of the change. Also encouraging all
stakeholders’ active participation during this stage is fundamental in the change process
because “without participation, genuine buy-in to sustainable change is unlikely to
occur” (Armenakis & Harris, 2009, p. 130). It is therefore vital to encourage the key
stakeholders in CAHS to voice their concerns and for inclusive change leaders to listen
and adjust the change plan as necessary for continuous monitoring, assessment and
advancement towards the desired change. This is the time I will monitor the structured
plan to encourage a greater valuing of and compliance with excursion policies and
procedures during field trips in CAHS. Cawsey et al. (2016) advised that in this stage,
change leaders should “engage others through multiple communication channels of the
importance of changing now and not continuing to operate as they have in the past” (p.
53); this will help to create meaningful response that will stimulate compliance.
During the Acceleration/Study stage, I will make sure that “appropriate tools are
deployed to [monitor, assess,] manage the change, build momentum, and manage the
transition” (Cawsey et al.,2016, p. 54). The key stakeholders’ reaction to change will be
monitored by the change leaders through the various types of feedback received from
the formal (questionnaires, surveys and exit cards), and informal (anecdotal notes)
evaluations. Their opinions and suggestions shared or expressed in the various
questionnaires, surveys, exit cards and anecdotal notes will help to appraise the
situational state of the implementation, which will be valuable in obtaining key
stakeholders’ continuous views of the change. Kimberling and Wantland (2002) posit
that “safe school planning is an evolving process that never should become stagnant”
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(p. 2) especially when it relates to school field trips. Field trips “are more likely to be
successful when teachers’ perceived needs, current practice, objectives and contexts are
taken into consideration” (Dewitt & Storksdieck, 2008, p. 189); therefore, evaluation
and monitoring of the change implementation will be a continuous exercise in CAHS.
The Institutionalization/Act stage focuses on the measurement and evaluation of
the change actions of the stakeholders. This is the stage where stakeholders will
understand and use the new knowledge gained to make the change a reality in CAHS.
Stakeholders’ Perceptions Towards the Change
In the Awakening/Plan stage, multiple tools such as questionnaires, survey and
exit cards will be used to collate information which will be used to assess stakeholders’
perceptions of the change. Stakeholders’ perception to change relates to the perceived
value of the need for change, which differs from resistance to the higher expectations
around field trip safety practices.
Also, in the Mobilization/Do stage, I will, along with the other change leaders,
use communication strategies such as persuasive communication and active
participation to actively engage stakeholders in significant conversations during the
change process (Armenakis & Harris, 2002). At this stage, all change leaders in the
school will “motivate and engage people for strategy implementation” (Pietrzak &
Paliszkiewicz, 2015, p. 153), while monitoring and evaluating the change. The key
stakeholders will be encouraged to collaboratively reflect on how policies and
procedures have been applied during the current field trips and what has been learned
from the TTTs, PLCs, sessions and meetings. This will be formally carried out through
the use of questionnaires, surveys and exit cards from the various TTTs, PLCs sessions

103

STUDENTS’ SAFETY DURING SCHOOL FIELD TRIPS

and meetings and informally through casual discussions. Feedback from diverse
stakeholders will be collated and analyzed through formal and informal evaluation
which be used to get their views and perceptions regarding the change processes. Their
views will serve as inputs to provide valuable information to identify any potential
problems during the change process.
In the Acceleration/Study stage, I will as the change leader of this OIP, focus on
reviewing and comparing the data and results to summarize what has been learned
(Taylor et al., 2014). This will help to ascertain the status of the role of leadership in
improving stakeholders’ compliance with excursions policies and procedures during
school field trips. This will provide the yardstick for moving forward towards the desired
field trip implementation change in CAHS.
The Institutionalization/Act stage is where “monitoring generates questions to
be answered in evaluation and evaluation … identify areas that require future
monitoring” (Markiewicz & Patrick 2016, p. 13). This is the stage where the change
leaders will implement, and modify (Taylor et al., 2014) the change based on the results
collated through the data from the questionnaires, survey, exit cards and anecdotal notes.
Therefore, my role as a change leader at this stage is to measure the progress and use
the outcome to determine if stakeholders are instilling the policies in the implementation
process as recommended and also consider what events and practices have been put in
place to confirm if the proposed solutions have been successful. For example, the
questions to be focused on during this stage as stated by Donnelly & Kirk, (2015) are:
“(a) What adjustments or changes are needed for the process?
(b) Is the chosen route clear for us to proceed?
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(c)What is … [CAHS] state of readiness to pave the way for another change?” (p. 3).
The outcome of these questions will be used to re-establish the process of building
collaborative teams in the school to sustain and bring the change to reality.
As the change leader, I will ensure that TTTs, and PLCs sessions are held as
stated in the goal plan in Table 3.2. The leadership teams will be encouraged to support
one another in striving towards the anticipated change. Also, I will lead some of the
training sessions, which will be continually monitored and assessed during the first twoyear period from 2021 to 2023, to ensure an effective and successful change in CAHS.
Sustaining TTTs and PLCs Among Stakeholders
The change will be monitored by the change leaders through formal and informal
modes of evaluating the field trip implementation practices. The formal evaluation will
be done through the use of questionnaires, surveys and exit cards during the TTTs and
PLCs training sessions. During the Awakening/Plan stage, the change leaders will
monitor and evaluate the problem of the change to get information from stakeholders
during TTTs and PLCs meetings. The information obtained will be used to identify the
root cause of stakeholders’ non-compliance of excursion policies used during field trip.
In the Mobilization/Do stage, change leaders will diagnose CAHS structure and
system by the use of the multiple tools to collect and analyze data to fine-tune the plans
of the desirable change. During this stage, change leaders will focus on collating and
systematically evaluating formally the gap analysis of the data collected on the
stakeholders’ acquired knowledge from the TTTs and PLCs training sessions. The
informal evaluation will be done using cursory observations and stakeholders’ feedback
from casual discussions on the implementation practices before and after each field trip.
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Cawsey et al. (2016) suggested that “good processes will reduce resistance through
communication, as communication provides opportunities for inputs and feedback while
building trust and support” (p. 346).
In the Acceleration/Study stage, the results arrived at from the formal and
informal information gathered will be used to: (i) plan, adjust, measure, adjust and track
the change actions implemented, (ii) stimulate communication among the stakeholders,
monitor the conformity to the desired change as basis to further promote and encourage
their commitments to safe field trips, and (iii) establish the progress and challenges
which will form the basis for possible application during subsequent field trips. With an
effective monitoring process put in place, all stakeholders will be “engaged in aligned
thinking and performance, and [will be] provided with the necessary supports for
continuous learning” (Kimberling & Wantland, 2002, p. 2).
The focus of the Institutionalization/Act stage will be to track and gauge the
change process. The change leaders will continue to assess what has been achieved,
make alterations as desired, celebrate success and set the stage for future change plans.
In summary, the monitoring and evaluation change process was used to observe
and assess the organization’s compliance with the proposed implementation change for
safe field trips. The PDSA cycle was used in conjunction with the Change Path Model
to develop the MEF and three vital facets of the framework were discussed.
Chapter 3 Conclusion
In conclusion, Chapter 3 focused on developing a plan for implementing,
communicating and monitoring the organizational change process of this OIP. The
change implementation plan was used for planning and managing the change. Within
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the framework of this OIP, significant components required to help achieve the
implementation plan were examined under the combined model of the Cawsey et al.
(2016) Change Path Model and the PDSA cycle which aligned well with each other. A
comprehensive communication plan was outlined to ensure changes are carried out
within a realistic period of time. To help in developing the measurement and evaluation
framework, both models were also used to address some elements in the change process.
The next steps and future considerations will be discussed below.
Next Steps and Future Considerations
As a next step, I will continue researching and gathering information from records
of past field trips to provide a strong basis for the concerns about the lapses in safety
protocols. The following are suggested as next steps and future considerations in leading
the change toward safer field trips for all students at CAHS.
Implementation of school field trips has generated concern spanning from the
government, parents, school boards, administrators, teachers, and support workers as to
how to avoid and manage risks associated with excursion activities. In a society focused
on providing equitable, inclusive, and safe educational experiences capable of developing
well-rounded citizens, it is imperative to exercise caution in not only developing policies
and procedures that ensure safety, but in providing implementation measures that ensure
training and commitment of the stakeholders responsible for providing such experiential
educational experiences.
A collaborative approach that fosters commitment, enhances active involvement,
celebrates achievement and seeks feedback for future improvement is needed to alleviate
the societal fears about the safety of school field trips.
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Through TTTs and PLCs, the change leaders can build on the existing vision with
stakeholders to address the PoP and seek modalities to ensure that excursion policies and
procedures are explicit to all stakeholders. TTTs and bi-weekly PLCs will help clarify the
stakeholders’ rules, tasks, and routines during and after field trips, to develop strategies to
improve existing practices. The following is a list of some questions that may be used to
facilitate discussion and action planning during TTTs and PLCs. These are organized
around the main phases of the field trip process as illustrated in the field trip flow chart in
Chapter 1. These are A. Planning, B. Communicating, C. Information Gathering, and D.
Evaluating.
A. Planning Discussion Topics
1. What is the purpose of obtaining prior approval of the principal? What information
should be provided to the principal before approval is given?
2. How can teachers familiarize themselves with the excursion procedures and
requirements to ensure that all necessary protocols are followed for safe trips?
3. How can teachers strictly follow rules and regulations guiding the planning of field
trips without compromising students’ safety and wellness? How can teachers be
equipped to embrace the unexpected – safety issues.
4. How can teachers in charge of school trips engage in an on-site connection that builds
liaising with the field trip venue officials to cater to the specialized needs of CAHS
students.
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B. Communicating
1. What are some effective ways that pre-excursion information for students (e.g.,
relevance of the trip, rules and expectations, code of conduct etc.) can be provided to them
so that they can quickly recall and apply them when on a field trip?
2. How can the school review its smoke-free policy and curriculum components that deter
student from the use of tobacco, alcohol and non-medical use of drugs at all school
activities whether they take place inside or outside of school?
3. How can parents be assisted to access and use technology in obtaining and supplying
needed information on time that are useful in planning and implementing field trips?
C. Information Gathering
1. What key information is needed concerning students’ needs and emergency
procedures (e.g., accidents, and missing students) during field trips? What are some
strategies to facilitate access to this information for field trip supervisors?
2. How can information about upcoming field trips and relevant consent forms be
communicated to all parents? To those without computer access? To those whose first
language may be other than English?
3. How can the school seek additional relevant professional support staff (medical and
allied professionals) to assess and provide necessary support for students with mental
health and developmental challenges during school field trips?
D. Evaluating Field Trip Success
1. How can the efficacy of field trips be evaluated as an educational means that ensures
student’s safety?
2. How can staff make students’ opinion matter in providing feedback after a field trip?
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Conclusion
The organizational change chosen for this OIP is proactive to drive it to a
successful endpoint in implementing safe field trips in CAHS. For the existing gap to be
closed, the competence and cohesiveness of the staff is required to keep students safe
during field trips. The dedication and collaboration of all CAHS change leaders and key
stakeholders will be a great means to push the desired change to its realization.
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Appendices
Appendix A: Request for Excursion by Principal Approval
Form PPP1000
School: _______________________________________________________________________
Teacher in Charge: ___________________Application Date: _____________Grade /Class: _________
Destination: _________________________________________________________________________
Date(s) and Time(s) of Departure from School(s): _____Date(s) and Time(s) of Return to School(s): ____
Excursion itinerary and activities: ____________________________________________________
Curricular relevance of the excursion: _______________________________________________________
Total number of students involved: ___________ Number of Males_____ Number of Females _______
Number of Excluded Students: _____________Reason ________________________________________
Arrangements for non-participating students: ________________________________________________
Method of Travel: ____TDSB bus OR _______Public transit. Financial Arrangements: Not Applicable
Medical and Contingency Procedures: Does the teacher in charge have necessary medical and emergency
information?
Student Excursion Report, _________________Students’ emergency telephone
numbers, ____________________Principal’s telephone number ________________________
What arrangements have been made for emergency situations? (Check SBX website for procedure for
emergency planning.)
____Lunch will be provided, students should provide any dietary restrictions and allergies upon registration
for excursion.
Date Parent/Guardian permission form to be distributed: _______Last date to return permission form: ____
The following must be submitted after excursion approval: Copy of letter to parents (Form PPP2000 2017 )
student/parent information packages, and any other material that would support this application.
Name of accompanying CYW (Print Name):_______________________________
APPROVAL:
Teacher in Charge (Print Name): ______________________________
Teacher in Charge Signature

_______________________. Date__________________

Principal Signature: ______________________________ Date: ____________
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Appendix B: Parent/Guardian Permission for Field Trip
Form PPP2000
School: CAHS
Teacher(s): ___________________
Student: _______________________

Telephone: 488-888-8888
Grade/Class: 9/10
Date of Excursion: ____________

Nature of Activity & Destination: ________________________________________________________
To Parents and Guardian: The purpose of this form is to inform you about the excursion and to seek your
support and permission for your child/ward to participate. This information may be shared as necessary
with adults supervising the excursion.
Purpose of the excursion: ______________________________________________________________
Program Itinerary: ____________________________________________________________________
Departure from School:

Date: _______

Return to School:

Date: ________

Time: ____________
Time: ____________

In exceptional circumstances, dates and times may change. Every effort will be made to communicate these
changes to you ahead of time.
Method of Travel
SBX bus ____ Public transit ____Commercial vehicle _______
Requirement for Participants
Notebook: ____________________________Clothing and equipment: _______________
Other: ____________________________________________________________________
As part of the excursion, students will be participating in the following activities. These activities involve
increased risk or special safety considerations, or require special qualifications or certification for
supervision. Appropriate supervision will be provided.
Accommodation (if required)__________________________Phone # ____________________
Excursion Staff
Teacher: ________________________________________ School contact during the excursion:
Staff Supervisors: ________________________________________
Teacher _______________________ Signature________________ Date _______
Administrator ___________________Signature ________________Date _______
Please sign in either the YES or the NO box and return this form to the teacher
by:_______________________________
YES I/we give permission for my/our child/ward, ________________________________________, to
participate in the excursion _______________on (date) ________
Emergency Contact: ___________________________Emergency Phone Number: _________________
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Yes, I/we give permission for my/our child/ward to be transported in a school bus or public transit private
authorized by the principal.
Parent Signature ___________________________________________________________
No, I/we give permission for my/our child/ward to be transported in a school bus or public transit private
authorized by the principal.
Parent Signature ___________________________________________________________
Is there any change in medical information or a medical reason why your child should not participate in the
activity, or which may lead him/her to require special attention during the activity?
_____________________________________________________________________________________
Should it become necessary for my/our child/ward to have medical care, I/we hereby give the teacher
permission to use her/his best judgment in obtaining the best of such service for my/our child/ward. I/we
understand that any cost will be my/our responsibility. I/we also understand that in the event of illness or
accident, I/we will be notified as soon as possible.
Name of Parent/Guardian____________________________________________________ (print name of
parent/guardian)
Signature of Parent/Guardian ___________________Today’s date:______________________
NO, I/we do not give permission for my/our child,
_____________________________________________________________, to participate in the excursion
to ____________________________________________________________on (date).
Name of Parent/Guardian _____________________________________ (printed name of parent/guardian)
Signature of Parent/Guardian ________________________
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Appendix C: Questionnaire
Teacher Questionnaire About Team Collaboration Practices As It Relates To Excursion
Policies and Procedures Used During School Field Trips.
Circle the number above the sentence that best describes how much other key stakeholders, and you work together to develop
school goals related to implementation of excursion policies and procedures used during school field trips.
1
2
3
4
5
You and other key
You and your
You and your
You and your
You and your
stakeholders never
colleagues
colleagues develop
colleagues develop
colleagues develop all
develop goals as a
occasionally develop
about half excursion
most excursion
excursion goals/values
team effort.
excursion goals as a
goals as a team effort.
goals/values as a team
as a team effort.
team effort.
effort.
Circle the number above the sentence that best describes time for collaboration between other key stakeholders and you.
1
2
3
4
5
Time is never included
Time is rarely included Time is occasionally
Time is frequently
Time is always
during classroom
during classroom
included during
included during
included during
schedule for
schedule for
classroom schedule for
classroom schedule for
classroom schedule for
collaboration
collaboration.
collaboration
collaboration
collaboration
Circle the number above the sentence that best describes your monitoring of the implementation of excursion polices of other key
stakeholders during school field trips
1
2
3
4
5
Have you ever
Have you rarely
Have you occasionally
Have you frequently
Have you always
monitored
monitored
monitored
monitored
monitored
implementation of
implementation of
implementation of
implementation of
implementation of
excursion policies by
excursion policies by
excursion policies by
excursion policies by
excursion policies by
others during field trips others during field trips others during field trips others during field trips others during field trips
Circle the number above the sentence that best describes the process of reviewing excursion policies and procedures used during
school field trips.
1
2
3
4
5
Student excursion
Student excursion
Student excursion
Student excursion
Student excursion
policy is never
policy is rarely
policy is occasionally
policy is frequently
policy is always
reviewed by you or
reviewed by you or
reviewed by you or
reviewed by you or
reviewed by you or
other key stakeholders
other key stakeholders
other key stakeholders
other key stakeholders
other key stakeholders
Circle the number above the sentence that best describes team meetings that include you and other key stakeholders in CAHS
1
2
3
4
5
Team meetings
Team meetings
Team meetings
Team meetings
Team meetings
including you and
including you and
including you and
including you and
including you and
other key stakeholders
other key stakeholders
other key stakeholders
other key stakeholders
other key stakeholders
are never held
are rarely held
are occasionally held
are frequently held
are always held

Adapted from Barnes & Turner (2001).
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Appendix D: Emergency Procedures Checklist for Missing Student
ORDER
ACTION PLAN
1
Inform teacher in charge immediately
Use other staff to start search. Other students unsupervised.
2
3
4
5
6
7
8
9
10

Principal or vice principal should be informed within 25 minutes
of reported missing. Keep principal informed at all times.
Notify police.
Wait for police arrival before dismissing students to home or
school
Notify parent/guardian.
Notify supervisory officer.
Deal with media.
Other students must be returned to pre-arranged location within
one hour of designated return time.
Teacher should remain until police arrived to give information of
the missing student
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DUTY
NOTES
Other staff
Teacher
Teacher
Teacher
Teacher
Principal
Principal
Principal
Principal
Teacher
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Appendix E: Emergency Procedures Checklist for Accident
ORDER
1
2

3

4
5
6
7
8
9

ACTION PLAN
Account for all participants. Remove participants from further
danger. Provide comfort and maintain supervision
Evaluate the situation. Determine if immediate medical care or
assistance is required.

DUTY NOTES
Teacher
Teacher

Call 911.
Administer first aid or CPR if necessary.
Students should not be moved if unconscious, has neck or back Teacher
injury
Or has major loss of blood
Call school emergency contact.
Notify parent/guardian.
Transport the student to hospital as soon as possible
CYW should accompany injured student to the hospital. Notify
principal to give update.
Update principal.
Write down the event and time whenever possible
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